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T
he Leadership T

raining Institute, S
chool of Library S

cience. F
lorida

S
tate U

niversity, has prepared this guide. "P
lanning and E

valuating Library
T

raining P
rogram

s."
T

he book is the result of m
uch discussion and evaluation at the several

sessions for Institute directors w
hich w

ere sponsored by the LT
I earlier this

year.In recent years, evaluation as a logical com
ponent of educational activity

and as a requirem
ent in contract aw

ards has becom
e a m

uch-bandied term
. It

has com
e to m

ean specific m
easurem

ents (quantitative) yet also concern for
goals,

objectives,
results

lqualitativel.
A

ll
of education and m

uch of
librarianship

is or should be closely involved in a continuing process of
evaluation.

U
nfortunately, m

ost librarians and ethcators have received little or no
form

al training in the skills and reporting of evaluation. T
his handbook

should help fill the gap of individual know
ledge at the sam

e tim
e that it

provides a useful tool for applying a w
ell-publicized m

odel to individual
situations.

T
his w

orking tool w
ill be even m

ore valuable if it is used as a guide, rather
than as a final answ

er to problem
s of evaluation. T

he staff of the Institute is
convinced that the sessions of the w

orkshops w
hich helped lest and react to

the guide are representative of a broad range of evaluation problem
s. T

he
interest and follow

-up of participants at these activities is reflected in these
pages.

It is hoped that you w
ill provide additional com

m
ent to the Leadership

T
raining institute staff as you read and use the guide. Y

our reactions and
exam

ples could help m
ake concrete a continuing attention to, and realization

of, evaluation as a basic elem
ent of every training and educational activity.

D
arold G

oldstein, D
irector

Leadership T
raining Institute

F
lorida S

tate U
niversity

June, 1973



Planning and E
valuating

T
raining Program

s
A

 G
uide to E

valuation for T
raining

D
irectors, S

taffs and A
dvisory G

roups

I. Introduction

T
he Leadership T

raining Institute. funded by U
M

W
.. 1-IE

A
, T

itle 11B
,

provides selected training activities designed to m
eet library leadership

training needs and problem
s as identified by library institutedim

etors, faculty
and key library and m

edia personnel.
A

 problem
 area frequently reported is planning and evaluation. T

he initial
draft of this handbook w

as com
piled for use at three training sessions on

evaluation conducted early in 1973 for Institute directors and staffs. T
he

final product is based on the advice, criticism
 and input of these institute

participants.
It. attem

pts to interpret. sonic current evaluation theory. and
translate it into a w

orkable structure for practical application by training
directors.

T
he danger in this is the ever-present one of over-sim

plification. T
he

handbook m
ay prove useful if it pulls together certain concepts that trainers

and planners can use, but it m
ust also point +

nit that the techniques of
planning and evaluation m

ust not be applied in a vacuum
 that ignores rather

than facilitates our concern w
ith the creative activities of teaching and

learning.
It

is not im
portant or even desirable that any one m

anagem
ent system

 or
evaluation m

odel he used. It is im
portant for the educator or director to look

at the potential in each of a num
ber of system

s and test and adapt I hrise
com

ponents w
hich not only seem

 useful for his ow
n situation; and m

anagerial
style, but an also m

ost effective in prom
oting m

axim
um

 freedom
 for the

learning process.

c)



S
om

e of the concepts presented have been selected because in practice
they have provided a structure that lends itself to m

axim
um

 participation of
com

ntunity, students. staff, and director in solving educational problem
s.

In assem
bling the hand bv)k m

any ideas have also been adapted from
O

ther 1.7S
O

E
 Institutes, books docum

ents. articles A
 rom

plet:. list of sources
w

ill hi' found
the bibliogra.ahy as w

ell as additional publications reflecting
a variety O

f view
points.

T
his approach to etaluation attem

pts to:

1. provide a brief review
 lof a current approach to m

anagem
ent as

background
for

im
pltm

entatitm
of

tile
evaluation

process.
M

anagem
ent by objectives, or m

anagem
ent by results, has been

defined as a -ystem
 requiring a clear identification of objectires, the

establishm
ent of a reatist'e program

 for their achievem
ent. and an

evaluation of perform
iut in term

s of m
easured results in attaining

them
.

'!. em
phasise that training evaluation m

ust be tw
o w

ay: that both
students and faculty m

os-. provide the insiglits that had to im
proved

decision m
aking:

3. em
phasise internal on- gong or process evaluation as distinct from

the tradil lona; concept rind evaluation takes place m
ilt after the

training has been com
plutod.

II.T
he T

raining 1)irector as M
anager

In education. perhaps to a far greater degree than in ant other field, the
concept of partiripative m

anagem
ent m

ust he stressed. Interaction betw
een

te.oe hers. stadents, and the subiect m
atter is

lire in.an
ihe educational

process.
how

ever, is not tikel
to happen unless !he training director

view
s him

self as I he m
anager. or leader. anti Is able, w

ith staff and students to
coriceptnalno, clearly the oblectites of the program

. and alter the system
.

.v Inn necessary-. to achieve these obieetiyes.
do t his. he m

ust w
ork tcr:// advisory groups. staff and stndents to draw

voltobjecoies w
inch include not only the personal and professional goals and

sam
isfaetuals of the teachin'g staff. but also l!a. personal arid professional goals

and sat islart anis 01 the sitidcrik.

X
re Librarian-, N

lariagers'.'

In the past year,. ninny librarians am
id library edits ;dors have projected,

iinordentionally perhaps, tire :dr :thole that slave hhirarie an aid threatened
rim

s is im
ulastry I

ht closure if H
w

y fail ti Isrielrlei
the corilpirlsion Ici be a

aciod m
anager does riot

exist. T
hem

 iris also
is er

ti ridenev
ht

the
profession to verem

pliastie H
ai dil [lem

m
a Is

it /aim
! iraie.c

callicata and prin. isiori of inform
ation S

i
ice'

T
his approach to librarianship is hardly .m

ard tiatay
-H

ow
ever. tee found in

a ...sm
all and inguat, anaeaainfie

flax
isri inform

al eiIT
%

ersafrilis liitli at
least

:10 colleaanes at professio ial nicerr,
thal m

any librarians a. hia
w

ill

m
easiireinent iii

I

agree that librarians m
ust practice better m

anagem
ent, also have difficulty

relating the idea to their ow
n job situation. A

lm
ost all

librarians and'or
educatots give lip service to the idea, but three out of four go on to either
quality or dism

iss the subject w
ith variations on the follow

ing therm
: tin

order
IIf popularity t

a. "H
ut m

y situation is a little bit different
I w

ork in a sm
all ludo-pendent

governm
ent librara and supervise onit thrur people.-

b. "W
ell, yes, but \ ou can't go B

ung ho on an one st slum
.-

c. "P
ersoually I'm

 m
on. the S

im
on Legree type.

d. -T
ry to practice good m

anagem
ent and rew

ard people for results in
that bureaucratic jungle I w

ork in!-

T
his handbook suggests that

skill
in w

orking w
ith staff, students, and

advisor groups in form
ulating com

m
on goals and objectives offers the m

ost
prom

ising approach not only to m
anaging a training program

, but also to
evaluating it. C

ontinuous evaluation, accountability, and m
easurerm

at is a
large slice of the m

anagem
ent process.

T
iw

purpose of evaluation is to provide inform
ation

tor
decision m

aking.
F

ew
 training directors w

ould quarrel w
ith the statem

ent that then' are four
cnicial areas of c'once'rn in designing and im

plem
enting training:

1. E
xploration of needs and choke of policy goals. and statem

ent of
program

 objectives,
2. S

election of training activities to achieve these objectives:
3. O

n-going m
onitoring and m

ildification of program
s to achieve

stated
objectives. som

etim
es inid-stream

 m
odification of M

il lab objectives:
1. C

oncluding activities and product et aluat ion for T
tI' cling decisions.

O
bjeetive S

etting and E
valuation

O
ur theory, based on reding m

any program
 proposals subm

itted to the
O

ffice of E
ducation for funding, in addition to w

orking w
ith prianinent

librarians in attendance al evaluation sessions, is that not m
an%

 an trained
to

break dow
n a broad abstract goal into a specific nivasurable tibko tive for

program
 plarnM

g. Lavking 111 is basic background, the
are often "turned off..

at evaluation sessious iii
vv B

uell aaajane.n, com
ply \ 'm

ania! m
on rraidels are

presented. but no clear background pro%
 ided to show

 that these m
odels are

111111S
 1n be used and adapted in m

eet log institutional objectives.
T

his is nod initialed to im
ply that the w

hole process cif eyaluatir a. should
re!tiae of the attainm

ent of program
 obleetixes. A

ir eN
altiation w

hit h sim
ply

asks "W
ere the objeetit

m
ei? If so, to w

hat degree', is 'E
'n

S
E

E
 Ilk as it

diseurages m
id stream

 m
orlificaliou and a full eaam

inarion of :ill I! is
factors

w
hich w

ill be int altiable.flir I
un. planning decisions.

H
ow

ever. it
is sl ill true that it

tA
.ill he very difficult. it

not
either m

anage or et:dilate
:troy

project w
it Inuit

fiw
inim

ialied program
object Ives.

C
urrent approarlie, ii alm

a] m
airagem

eia living used. [lot .,nlx bt illdusirv,
but te, m

aw
. eeseratl :and

g.oz,:oniai ions, piaci
h.,:ov em

pr.ise: on
ltil' m

anager's abilott to w
ort: w

all Iris N
O

W
 in translating W

oad, philor'ophleal
goals into m

easurable. :draw
able. understandaltle objeci Ives

1 Ins approach.
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creative and articulate spokesm
an for another point of view

 is Law
rence

H
alprin w

ho slates, "O
ne of the gravest dangers that w

e experience is the
danger of becom

ing goal-oriented. It is a tendency that crops up in every field
of endeavor

..
It doesn't w

ork! T
he results of this over-sim

plified approach,
now

 com
ing into general vogue, are all around us in the chaos of our cities

and tow
 confusion of our politics

.

O
ne problem

 w
ith adopting P

P
B

S
 and sim

ilar system
s such as O

R
(O

perations R
esearch'

as the total answ
er is that they are designed prim

arily
to

help a m
onolithic decision m

aking structure plan and evaluate. T
he

techniques are useful to any planner but. educators and librarians should also
exam

ine
m

ore com
prehensive

evaluation
m

odels designed
to

provide
inform

ation for decision m
aking for a variety of groups and individuals w

it!.
different value system

s as are found in any com
m

unity.
T

eachers, boards,
advisory groups, students. special interest groups, parents are the decision
m

akers in the educational process.

A
lternatives

A
 num

ber of evaluation system
s or m

odels to m
eet the needs of a

pluralistic soriety are bring tested and com
pete for use in the educational

field. F
or exam

ple the D
ist-rp:m

e%
 E

valuation m
odel tested by M

alcolm
P

rovus in the P
ittsburgh school system

 suggests that perform
ance m

ust be
com

pared against standards, and feedback given to decision m
akers about

discrepancies. T
his feedback perm

its staff to change either the behavior or the
standard. .11 each of five stages of the m

odel (D
esign, Installation, P

rocess,
P

roduct, O
ral this assessm

ent is m
ade so that there is

rill
going evaluation

and a large degree of staff ins on,-4.1t-w
ni

S
take

lake Ilalprin, R
ohert S

take. U
to .sity of Illinois. negates the value of

()hied ives iii evaluation as a starting point for planning educational processes.
Ile calls them

 "pulgem
ent data better treated by the rides that govern m

ass
sulnectiy responses than

by
the honors bestow

ed upon 'fund:Im
elda!

truth.
S

lake never'114.11N
S

 rails for a continual rationale and definition of
purpose of the

instructional program
 and sees ethical ionai process as a

(*M
it/11M

of transactions betw
een student teacher m

aterials. T
his

transactional data m
ust be identified, and anal\ set! Ior its 111111rd-tin

n In the
program

. and im
pn ',m

erits m
ade a

instruction tont 111111!,

S
crivori

N
heliael S

em
en's Islirk has m

pliasued an im
portant dea m

ullion betw
een

:end
sum

m
ate,

Iprodircti
1'1 ;1111.1:11 1,4 )1/..

hi
form

at oe
is used lie M

aki' It1(1;!11[11(111'. :the
V

4 hal w
orks about

the on grain!
pnigram

.
A

nal
III

is an
pon.trarn. and thus niav

call
for a com

pletelv
rlifferent set sit criteria for ealliation

tt the program
 is then tudged as, part of

the total educaininai program
. different but alsee

r ppropriate .-rituria
'o'er':

lfettessel anti \helm
et luny pointed tint m

any of the outcom
es iiihnided

and unintended that m
ight he included in the evaluation of a progr::111

and

suggested m
ethods of m

easuring the

M
orose,.)

valuation the data
:pectin. aspccrs
as.assinent of tin,

t.titir,

T
yler

A
n em

phasis on continuous questioning of the educational program
 in

relation to
student needs is

an overriding characteristic of the k's aluative
theory developed by R

alph T
yler. H

e deplores the practice of sleding
students because they have the ability to m

eet program
 requirem

ents, as
contrasted w

ith creativi objective setting lo fulfill an educational challenge.
T

he m
odel tends to focus on product evaluation'

T
here are dozens of other educational researchers w

orking in the field and
the creative trainer m

anager should also give som
e attention to the cork of

the P
hi D

elta K
appa N

ational S
tudy C

om
m

ittee on E
valuation and several

university research and developm
ent centers (i.e. U

niversity of C
alifornia,

B
erkeley-I, som

e of them
 conducting research funded by I he U

.S
. O

ffice of
E

ducation. E
leven regional educational laboratories and eight R

esearch and
D

evelopm
ent C

enters have recently been transferred from
 the O

ffice of
E

ducation to the new
ly created N

ational Institute of E
ducation. T

he N
ational

Institute assum
es responsibility for basic and applied research: the regional

laboratories: researcher training and experim
ental schools: and dissem

ination
of research results.

C
IP

PN
o planning evaluation m

odel has yet been designed specifically-
for

evaluation of library program
s. H

ow
ever, the C

IP
P

 m
odel 4C

onte \I
Input,

P
rocess and P

roduct, developed by
D

aniel S
tuffleham

 at
(H

ilo S
tate

U
niversity, intended for use in m

eeting problem
s of accountability and

decision m
aking in education, has rieved national xposiir in the library

profession through a Y
ear hong U

S
O

K
 Institute for S

tale Library A
gency

planners and subsequent folhov-up training sessions in individual states, and
at

regional library
m

eetings IS
E

I.A
-S

W
 I. k, N

ovem
ber, 19721. T

he C
I P

P
m

odel is not alw
ay s clear as to m

et hodido igy
,and clearly w

as designed for use
by- an organization large or com

plex 41101101 to be able to assign stall 141 carry
out the evaluation as a m

ajor part of their function. O
tivit lusty

this is not
practical for m

ost educational .,;id library- situations. H
ow

ever, Iii
m

odel
doe, lend itself to sim

plification and adaptation for individual or staff use;
and because it

em
pliasii.es on-going i'V

alual ion as w
ell as obtaining it levant

data for decision m
akers, it m

erits eim
N

iricration.
T

his handbook utility, the C
I P

P
 form

at for presentation ()I roue( pls. and
m

ost m
odels are ±

edapi :itions of O
P

P
 for possible use by library

training
directors. Ilow

c-,er, as noicd above, rapid advanc'e's in the design of C
1011

011111, in a num
ber 01 I iclds 1111111A

11 a very- open approach.
D

esm
ond C

ook has suggested thin
there m

ay be enough th ortical
bachgroiind ai-ulable, arid it hat w

e nerd are the skills to apply w
hat I

know
n

rather than M
e d ..4.,,-c.upnitn0 of upw

 niiudc Is.
lie m

akes a .truing
(tin

further em
phasis on the proision of inform

ation. adequate and rrs, nil data
for

iktistivn
m

aking.'
he f'il'l' riicuhl d,-rm

.-, e.alicition as the process (it' irklineating. ohiaining
and producing ii4 Inl m

form
ation for int-long decision

alit rnathi
l hi-

pyiw
t.!;,; m

ehid, 3 bieac
the delineating of guystions

be in:-.1yered
and inform

ation to be obtained. and obtaining of relevant
inforinale,iri,

and



the providing of inform
ation to decision m

akers for their use to im
prove

on-going program
s.

Four kinds of decisions are specified by the C
IPP m

odel. Planning decision
determ

ine objectives. Structuring decisions project procedural decisions for
ihrhieving objectives. D

ecisions in executing chosen designs are im
plem

enting
decisions, and recycling decisions dutertnine w

hether to continue, term
inate,

or m
odify a project.

T
hese decision types are served by the follow

ing types of evaluation.
C

ontext evaluation provides inform
ation about needs, problem

s, and
opportunities in order to identify objectives. Input evaluation provides
inform

ation about the strengths and w
eaknesses of alternative strategies

for achieving given objectives. Process evaluation provides inform
ation

about the strengths and w
eaknesses of a strategy during im

plem
enta-

tion, so that either the strategy or its im
plem

entation m
ight be

strengthened. Product evaluation provides inform
ation for determ

ining
w

hether objectives are being achieved and w
hether the procedure

em
ployed

to
achieve

them
 should be continued,

m
odified,

or
term

inated. B
asically, the C

IPP M
odel answ

ers four questions: W
hat

objectives should
be

accom
plished? W

hat procedures should
he

follow
ed'? A

re the procedures w
orking properly? A

re the objectives
being achieved?' `)

A
n adaptation of the C

IPP m
odel for library training appears in Figure 1.

Subsequent sections are intended to clarify the m
odel.

1 L
eo R

uth, "B
ehavioral O

bjectives and the D
anger of System

 T
hink"

R
esearch R

esum
e: Proceedings of the 2-11h A

nnual Slate C
onference on

E
ducational R

esearch. N
o. 48. N

ov. 1972, 83.84.
`L

aw
rence H

alprin, T
he R

SV
P C

ycles: C
realii,,, Processes in the H

um
an

E
nvironm

ent. N
ew

 Y
ork: B

razil ler, c19691 p..1.
O

perations R
esearch is a system

 that uses m
athem

atical techniques to
pro:ide m

anagem
ent w

ith a logical base for decision m
aking.

4 M
alcolm

 Provos. D
iscrepancy E

valualiim
 for E

ducational Program
Im

provem
ent I B

erkeley: M
cC

u chan, c1971
1.

R
obert

Stake.
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ent D
ata,-

R
ecien of E
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esearch. V
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pril 1970, p. 183.

M
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ethodology .f E
t11111(1110?1, A

E
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and M

e-N
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C
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E
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Program
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9 D
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ond C

ook. "M
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ent C
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E
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E
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Journal
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R

esearch
and

D
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ent
in

E
ducation. V

ol. 3, N
o. 4, Sum

m
er 1970. p. 14.

1°D
aniel Stufflebeam
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he R
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1PP E
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E
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D
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ew

 D
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hio State U
niversity, 1972, p. 21.33.

IV
. C

O
N

T
E

X
T

 E
V

A
L

U
A

T
IO

N

1.
Statem

ent of the Problem
T

he analysis of the problem
 should

include
a description of the

environm
ent in w

hich change is to occur, an outline of w
hat is and w

hat
should be. T

he need is the discrepancy betw
een the current situation and the

desired situation. A
t this stage the decision m

akers should set forth w
hat

barriers exist to block the desired change. and opportunities that exist in
creating the change should be identified. T

he group going through this
process

(director,
faculty, student representatives.

etc.) w
 ill

utilize
all

appropriate data: com
m

unity, local, state and national need projections:
reports: dem

ographic and econom
ic surveys; citizen advisory group inputs.

statem
ents of professional, national and local priorities, em

ploym
ent. needs as

expressed by all types of libraries: student opinion, academ
ic vocational

records: resources, available and potential. T
here are also several technical

forecasting techniques that decision m
akers can use in assessing needs, and

forecasting future events. For exam
ple, the D

elphi technique w
as developed

to assure that
forecasts and predictions of the future reflect rational

judgem
ent, not just the influence of certain opinion m

akers. D
elphi is

described in an article by D
eL

ayne H
udspeth in Section

H
aving explored the problem

 it
is som

etim
es helpful for the decision

m
akers to illustrate the situation in a very basic w

ay (Figure 21.

2.
Setting O

bjectives
From

 the contextual inform
ation gathered should flow

 the statem
ent of

training objectives. T
hese should represeni states or conditions w

hich are
logical solutions to the w

ell-defined problem
 and should contribute to bail

not be confused w
ith the overall goal of the project.

C
oals

A
 goal m

ay be described as tim
eless, or long range (the group m

ay never
reach agreem

ent on w
hen it

is achievedl and broad in scope. T
his does not

how
ever m

ean that tim
e should not be spent by the group in reaching

agreem
ent on tie overall or long range goal. T

he overall goat trill provide an
um

brella statem
ent w

ith a policy focus that gives direction to the entire
program

. For exam
ple, a training goal "to produce better educated tibrarians"

gives very little direction for im
plem

entation of a project, but a goal stated
as:

"Provision of training
for m

inority group persons in
the

library

9
5
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D
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IN
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W
hat's out there?

IN
PU

T

W
hat to D

o about It?

PR
O

C
E

SS

A
re W

e D
oing It?

PR
O

D
U

C
T

D
id W

e D
o It?

G
athering data to provide

A
ll possible w

ays to m
eet

T
echniques to be used

D
ata

to
show

 results
com

plete background
objectives, decision m

aking
for establishing m

ilestones
for each objective.

of problem
.

group brainstorm
s.

or checkpoints, tim
e-cost

perform
ance.

Faculty, advisory group,
student representatives

Facts about each alternative
(cost, feasibility). A

pply
A

fter individual and group
input, w

ho acts to effect
A

 report of the project
description findings

rew
iew

ail
facts

isolate
needs,

problem
s,

opportunities, form
ulate

criteria for decision m
aking.

criteria form
ulated in context.

m
odificaion?

sum
m

ative conclusions.

S
et

forth
overall

training
C

roup chooses best
P

rovision for feedback loops.
T

ransferability to
goal

specific, m
easurable

alternatives.
F

orm
ulate

F
lexibility

for
m

aking
other program

s.
objectives.

R
ank

in order
of im

portance (docum
ent).

in w
riting) detailed plan of

action: w
ho does w

hat?
changes and

results.

T
im

e fram
e pattern for

decision
m

aking.

F
igure 1:

A
dapted

frsom
 Planoting and E

valualm
ir Jor Statew

ide D
ereiw

im
ent.

O
hio S

tale U
niversity F

.valliation
C

enter, 1972, p. 27.



profession" is general and tim
eless but provides a focus for planning and

program
m

ing.

O
bjective

objective, on
the other hand, w

ill take the goal
and

translate it into a
statem

ent that
stunts specific outcom

e expectations.
A

n objective m
ust m

eet
three criteria:

it m
ust be m

easurable, understandable, attainable (som
etim

es
w

ith difficultyl w
ithin a given tim

e fram
e. E

g. "T
w

enty-five m
inority group

students w
ill be trained at the M

asters level in urban inform
ation centers by

June, 1971."
O

ften the chief problem
 is in the w

ay the objective is stated, not in the
inherent idea. U

sually objectives w
hich begin w

ith "to provide," "to assess"
are troublesom

e for the adm
inistrator, evaluator, instructor, student or

advisory group to m
easure because they im

ply a continuing process, and
therefore the final product is som

etim
es obscure.

B
ehavioral objectives m

ay be defined as statem
ents chick describe

precisely w
hat students w

ill be able to do after com
pleting a course of

instruction.
A

gain the focus is on outputs or results.
A

 problem
 com

m
on to training program

s is that students frequently are
frustrated because they do not understand w

hat is expected of them
. S

everal
studies have show

n that students do better if they are provided w
ith

objectives; how
 m

uch better w
ould they do if they participated in

illy
objective setting process?

B
ehavioral O

bjectives

B
ehavioral objectives are the low

est step on the ladder in the hierarchy of
objectives. C

ertain operational objectives are not related to the course of
instruction, but in planning a training program

 each type of objective is an
equally im

portant tool in reaching the overall goal.

T
he relationship of behavioral objectives to the e,verall structure m

ay be
expressed as follow

s:

V
alue S

tatem
ent tim

eless, not readily
m

easurable

--C
oncrete. specific tim

e fram
e,

m
easurable

--S
pecific operational activities

--17se only in relation to
stated objectives for
appropriate activities.

E
xam

ples of objectives from
 funded proposals follow

. C
olum

n A
 contains the

original
objective

lor G
oa II; C

olum
n B

 th. objective stated
in m

ore
m

easurable term
s; C

olum
n C

 the objective (or a sm
all portion of it) stated in

behavioral term
s.

rat
CVC
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ea

f
i
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s
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W
H

A
T
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O

U
L

D
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E
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H
E

N
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B
y 1975 m

ore people in
m

inority groups trained in
librarianship reflecting their
proportion in the region's
population, i.e., 20%

 black
and 5`-:;

Indian.

B
A

SIC
 PL

A
N

N
IN

G

H

W
H

A
T

 IS

4-0
In x region m

inority groups are
poorly represented in the library
profession w

ith 5; black
and .5%

 Indian.

III

PR
O

B
L

E
M

S

T
H

E
 PL

A
N

Figure 2

- _

Placem
ent uncertainties. A

dapting
A

nglo-oriented cur
lum

 to needs
of students. R

ecruitm
ent.

O
PPO

R
T

U
N

IT
IE

S

G
overnm

ent grants available.
T

ribal interest/support.
School

located
in

heart of
black ghetto area.

IN
IM

IN
E



T
he follow

ing chart of a hypothetical hierarchy of objectives w
ill serve to

illustrate how
 each objective can

be broken dow
n into

m
anageable

operational levels. S
uch a chart also helps insure that no aspect of reaching

the ultim
ate goal is overlooked (F

igure 3).

If
it is decided that the training program

 should have a broad goal for
purposes of flexibility and change, then it is essential for evaluation

that the
goal be broken dow

n into clearly stated operational objectives:

E
xam

ple:
G

oal: P
rovide para-professional library training for m

inority group
personnel

O
bjectives: 15

Indian
students

w
ith A

A
 degree

placed
in

paraprofessional jobs w
ithin three m

onths of program
term

ination.

T
en Indian students trained and em

ployed in school m
edia

centers.

T
w

enty m
inority students accepted into regular on-going

library
training

program
s

of
the

college,
based

on
success failure factors of this training program

, by 1975.

B
ehavioral O

bjectives
S

tudents w
ill be able to nam

e and generally describe the use
of 40 reference tools com

m
only found in school m

edia
C

enters.

S
tudents w

ill be able to articulate the role and function of
the m

edia center in. relation to the total school program
.

S
tudents w

ill be able to utilize the A
bridged D

ew
ey in

accom
plishing basic cataloging procedures.

S
tudents

w
ill

com
plete

a
bibliography

of
all

readily
available m

edia relating to his particular Indian heritage for
use on the job, and for exchange w

ith other students.

C
riteria for D

ecision M
aking

In assessing needs. setting Ibjectives, and evaluating results. the decision
m

aking group should agree on and set forth criteria so that judgem
ents w

ill be
baw

d upon a generally acceptable standard, rule or test. T
his helps avoid

subjective decision m
aking.

T
he problem

 of establishing criteria is that usually several sets on several
:evils of the training program

 an needed in order to m
easure various aspects

of the program
. T

herefore, any statem
ent of criteria should indicate w

hat the
criteria w

ill be used for. E
g. criteria for assessing curriculum

 effectiveness.

G
ary W

egenke and H
arriette R

obbins have delineated four m
ajor categories of

criteria:1 I

1. G
oal relatednessT

he im
portance of judging ideas as activities in relation

to stated goals and objectives. H
ow

 does the activity fit into overall project
goals. i.e. how

 does this training program
 m

eet national priorities for
library training? T

he authors also suggest four criterion m
easures to use in

evaluating objectives. D
o they clearly state: w

hat is to be done? by w
hen?

for w
hom

? and w
hy?

2. F
easibilityT

his
refers

to
the

potential the activity
has for being

successfully
com

pleted.
U

sually
factors such as financial resources,

personnel, tim
e, physical facilities, are listed as criterion m

easures to be
considered. E

g.. a program
 to com

bine practical experience w
ith course

w
ork m

ay be highly goal related, but im
practical because of tim

e and
financial constraints on participants, lack of suitable opportunities in local
libraries, etc.

3. E
fficiencyH

ere the question is asked: w
ill this training yield a higher

return in term
s of changes it is proposed to bring about? T

his should be
m

easured in term
s of dollar costs and staff and participant effort spent to

achieve the result. T
his category overlaps w

ith others but focuses on the
relationship betw

een cost factors and perform
ance factors. E

g.., the w
ork

study program
 is tested against its relatively high cost vs_ im

proved
on-the-job perform

ance it is expected to achieve.
4. E

ffectivenessrefers
to

the
im

pact
of

the
training

program
the

contribution it m
akes tow

ard m
eeting overall objectives; the production of

the desire effect or result.. P
erform

ance indicators in this category should
be w

ell defined. T
hese m

ight include:
a. num

ber of students com
pleting program

:
b. on-the-job perform

ance ratings at em
ploying institutions:

c. adaptation of sim
ilar training program

 or com
ponents into regular

school curriculum
.

"G
ary L. W

egenke and H
arriette L. R

obbins,"T
he P

roblem
 of C

riteria" in
P

lanning and E
valuation for S

tatew
ide Library D

evelopm
ent, op cit. pp.

58-68.

V
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S
E

LE
C

T
IN

G
 A

LT
E

R
N

A
T

IV
E

S
 (IN

P
U

T
)

P
robably the single m

ost neglected area of program
 planning is the

consideration
of

alternatives.
T

h,
potential

for som
e really

creative
approaches to m

eeting objectives is m
ost often lost in adopting tried m

ethods
that are not alw

ays the m
ost effective. O

ne of the m
ajor w

eaknesses in
planning and decision m

aking is to yield to the tem
ptation to com

e up w
ith9



H
ierarchy of O

bjectives

25 m
inority group persons w

ill be trained for
professional jobs in urban inform

ation centers by
June, 1975.

A
dvisory group selected; actively

participating in planning by S
ept.

1973.

U
niversity

com
m

itm
ent

established
by N

ov. 1973

P
roposal com

pleted
D

ec.
1973

U
niversity

support
and outside
funding secured.

10

Initial
planning for core

curriculum
 com

pleted by
D

ec. 1973

S
urvey of urban library projected

personnel needs
in

region com
-

pleted S
ept. 1973.

Library school recruitm
ent

program
revam

ped
by

F
ebruary 1974

T
utoring

program
re-

vam
ped by F

eb. 1974

S
tudents able to com

pete
on

graduate
level

w
ith

other LS
 graduate students

by O
ctober 1971

F
igure 3

R
ecruitm

ent brochure
distributed by
A

pril 1974

F
ellow

ship program
 final-

ized A
pril 1974



the right solution at G
nce. T

he obvious strategy is rarely the one that w
ill give

us the hest answ
er to the needs and opportunities of the. situation.

H
aving reached agr-em

ent on objectives. every possible im
plem

entation
strategy should be laid out by the decision m

aking group in a free-w
heeling

brain storm
ing session, and the pros and cons of each recorded.

A
ll

alternatives should hi
ranked according to feasibility., experim

ental value,
cost effectiveness, available resource s. etc. (S

ee criteria above.)
T

hus Input evaluation w
ill provide a rationale and record of w

hy certain
alternatives for program

 im
plem

entation w
ere chosen. If later on, certain

operational objectives are not being m
et, this inform

ation w
ill be valuable in

the process of choosing another im
plem

entation strategy.

C
hoosing S

trategies- S
am

ple

O
bjective: T

w
enty m

inority students accepted into regular library training
program

s by 1 975.

S
uggested alternative strategies:

1. N
ew

sletter produced by Institute students to acquaint student faculty
w

ith program
:

2. M
eetings w

ith Library- S
chool and U

niversity. adm
inistration:

3. T
utoring program

 for potential applicants:
I. F

inancial aid. fellow
. hips for m

inority group m
em

bers:
5. N

ew
 adm

issions policy:
h.

S
urvey to show

 lob m
arket potential and em

ployer com
m

itm
ent:

7. Invitations to "regular- faculty to guest lecture:
S

. P
ressure from

 m
inority- group associations on cam

pus.

In considering all alternatives to m
eet the above objective, it is vital that

the group share fully its experience w
ith the Library. S

chool adm
inistration-

both the S
in'llS

S
 and failure factors of the Institute program

 w
ill he useful.

F
or exam

ple:
if

it
is found that a tw

o year program
 com

bining field
experience and academ

ic study
in

fact produces m
ore effective beginning

librarians (a- evaluated by library. em
ployeisi then these facts should he m

ade
available. If.

in the iohur hand, the Institute tutoring program
 fails to achieve

t
expected results and it

is found for exam
ple that m

ulti lingual students
cannot in tioe short pan of the tutoring program

 achieve the oraF
w

ritten
rom

petenew
needed. then this problem

 m
ust be explored and solutions

,,ought by the Instite;i- staff and the library school faculty together.

P
lan

W
hen abilnalive m

ethods are chosen. w
e then lim

e to m
ake certain that

ihee,n,:, are transial-d into action. to do this W
C

 need an actie:n plan
i!.at spells

w
ho does

hat and M
uni. and w

e m
ust. he curtain that each

r.on under,tands his role. T
he plan dot-. rnit have to be elaborate. and its

form
 should be fle..thle so that

i1
can be

m
odiited in m

id stream
.

l iii
re are -.lim

e sim
ple plannm

o.
.1, that an' nsi fun in

rir
11 po.,ihh

to com
plete all

A
ctivities

iii
leer to reach the

di w
hine. 1r

am
ple e, the dear -ani below

.

O
bjective: S

urvey of m
inority

job opportunities com
pleted

D
eadline

to reach
objectiveI

E
ach point represents an event that m

ust occur to reach objective. S
uch a

diagram
 forces the planner to put dow

n exactly w
hat m

ust happen, and acts
as a reality check so that he does not find him

self attem
pting the im

possible.
A

nother device is the P
E

R
T

 chart w
hich can be fairly sim

ple but is
probably m

ore useful for fairly com
plex projects. In P

E
R

T
, events and

activities are sequenced on a netw
ork so that you have not only a critical path

(activities w
hich m

ust be perform
ed to achieve the objective! but also

sub-critical
paths show

ing inter-dependencies but non-essential program
elem

ents. T
he critical path is the one that w

ill consum
e the m

ost tim
e in

reaching the objective.
A

 P
E

R
T

 netw
ork is com

posed of events and activities. E
vents represent

the start of com
pletion of an activity and do not consum

e tim
e, personnel, or

resources. A
n event is represented by a circle. A

ctivities consist of w
ork

processes w
hich lead from

 one activity to another. and an' represented by
arrow

s.
In P

E
R

T
, three tim

e estim
ates are m

ade for the expected duration of an
:ictivity --the pessim

istic tim
e. m

ost likely tim
e, and the optim

istic tim
e.

T
hese estim

ates should lw
 m

ade by the person responsible for the event, not
the program

 m
anager.

It is suggested that P
E

R
T

 is m
ost useful in planning a new

 project W
 ho se

com
pletion w

ill take at least tw
o m

onths, and in w
hich the netw

ork w
ill

consist of at least 10 distinct events.
A

 sam
ple P

E
R

T
 C

hart m
ay he seen in F

igure .1.
T

he rem
ainder of the handbook w

ill deal w
ith Iw

o m
ajor aspects of

evaluation: P
rocess or form

ative w
hich is of prim

ary concern. and product or
sum

m
ativ w

hich is only useful w
l.en properly recorded aunt utilired for

future or recycling decision.



July 1, 1973
July 15

O
bjective

S
urvey of Library Job

O
pportunities for M

inority
G

roups C
om

pleted by Jan. 15,
1974.

1.
A

dvisory G
roup m

eets.
2.

S
urvey instrum

ents prepared.
3.

S
urvey design com

pleted.
4.

A
dvisory group approves. m

odifies design.
5.

P
arttim

e help recruited, trained.
6.

P
relim

inary data gathered.
7.

Loal;regional interview
s com

pleted.
8.

A
dvisory group m

eets.
9.

P
rospective em

ployer com
m

itm
ents secured.

10.
N

ational professional opinion secured.
11.

D
istribution plan for report form

ulated.
12.

D
ata assem

bled into final draft.
13.

P
ublicity on survey findings prepared. released.

14.
D

raft report m
ailed to advisory group. key professionals, library directors,

national associations.
15.

F
inal report, w

ritten, distributed.
Figure 4

SA
M

PL
E

 PE
R

T
 N

E
T

W
O

R
K

A
ug. 15

O
ct. 15

N
ov. 15

Jan 15, 1974

12
..



V
I. IM

PL
E

M
E

N
T

A
T

IO
N

 (PR
O

C
E

SS)
P

rocess or form
ative evaluation provides inform

ation about a strategy
w

hile it is being im
plem

ented so that decisions can be m
ade on the spot for

m
odification

or another strategy
can

be
substituted. S

om
e pertinent

questions m
ight be: A

re w
e actually using the tactics w

e planned? A
re the

procedures w
orking? W

ill this approach enable us to reach our objectives?

1.
C

onflict M
anagem

ent
A

t
this

point,
it

should
be

noted
that

the em
phasis on group

planning/decision m
aking is not intended to im

ply that such procedures can
or should elim

inate conflict. T
here m

ust alw
ays be dissent in a healthy

creative organization, and it
is far less to be feared than conform

ity. It is
possible to m

inim
ize conflict through creating respect for disagreem

ent
am

ong the group and elim
inating of an autocratic approach but a successful

m
anager w

ill recognize his lim
itations and in inevitable m

om
ents of extrem

e
conflict w

ill "create baffles and buffers to buy tim
e, to absorb heat, to

prom
ote collective w

isdom
, to insure a m

axim
um

 sense of legitim
acy for

decisions finally agreed upon."i 2
H

ut how
 do w

e get decisions m
ade? In our zeal to exam

ine all the
alternatives in a situation, to allow

 for every point of view
, to avoid ti,_

m
istake of reaching agreem

ent on a solution w
hen w

e have not succeeded in
isolating the problem

, there is a huge tem
ptation to sim

ply- postpone the
decision until the next m

eeting.
A

t tim
es, as B

ailey suggests, this is the best w
ay to handle the problem

,
but clearly w

e m
ust also find w

ays to m
ake decisions as w

e go along.
O

ften it is necessary to set an arbitrary tim
e lim

it on decisions that should
be m

ade im
m

ediately. A
n agenda for a faculty m

eeting m
ight state: "R

y the
conclusion of the M

arch 15 m
eeting, an alternative m

ethod of choosing
agencies for field w

ork w
ill be selected." the problem

 here w
ill be to have

sufficient data available for the group, so that it w
ill have a rational basis for

decision m
aking.

2.
E

stablishing M
ilestones

W
orking out a sim

ple system
 to enable us to m

odify the internal or
fin-going process seem

s to be m
ost difficult for training directors, iibrary

adm
inistrators, and project m

anagers. as it is for industry.
T

he G
antt chart w

as developed around 1900. and is a series of bars plotted
aga:nst a calendar scale: each bar represents the beginning, duration and end
in

:im
e of som

e segm
ent of the total job to be done, and together the bars

m
ake up a schedule for the w

hole program
.

T
he G

antt chart is not an effective m
anagem

ent tool in that it does not
stn;..s program

 function interdependence, and is inflexible. O
ne attem

pt to
im

prove
;.!.

G
antt C

hart
is

the M
ilestone system

, a key step in the
cl*--etoprnent of P

E
R

T
. M

ilestones are key events or points in tim
e w

hich can
be identified w

hen reached as the program
 progresses. It provides a sequential

list of the tasks to be accom
plisiw

d. T
he m

ilestone chart is not as
flexible as

P
E

R
T

 but it does prom
ote increased aw

areness of the interdependencies
betw

een tasks.
T

he sim
ple M

ilestone C
hart in F

igure 5 is intended
to illustrate

tim
e

sequences for evaluation m
ilestones, and w

hat types of evaluation techniques
w

ill be used.
T

he A
ppendix is m

ade up of sam
ple evaluation form

s including student
rating form

s on instructors, course w
ork. rating form

s for supervisors, a
sam

ple problem
 solving session, report form

. etc. T
hese are not necessarily

presented as exem
plary, but have been developed by Institute staffs for use in

their training program
s, or are currently in use at library schools.

T
he A

ppendix also includes a description of a project process feedback
system

 that has been tested and found w
orkable by D

r. K
en E

ye at the O
hio

S
tate U

niversity E
valuation C

enter. it is designed to be operated quickly and
cheaply for sm

all projects as w
ell as large.

A
 planning session for project on-going evaluation should be held before

form
al training sessions start so that there is clear agreem

ent am
ong faculty as

to how
 this w

ill be carried out, degree of student involvem
ent. etc. Ideally,

students should participate in design of any evaluation instrum
ents to be

used.
A

t faculty and faculty-student m
eetings the variety of topics to be

explored are m
yriad but certain areas should be exam

ined on a regular basis.
T

hese include:

a. S
uitability of training to student's needs:

b. R
elevance of type of training to the problem

 to be solved (usually each
course should have specific behavioral objectives);

c. V
ariety and appropriateness of training m

ethods;
d. A

ttitude of trainees tow
ard and specific interest in courses; (frequently

student objectives are
not

the sam
e as the faculty's.

T
hese m

eetings should allow
 them

 to discuss their feelings openlyand
w

ill result in frequent program
 m

odification if com
m

unication channels
are open.

T
here are alw

ays crisis situations of various sorts calling for an im
m

ediate
decision. T

hese decisions are som
etim

es m
ade form

ally but m
ore often

inform
ally, alw

ays repetitively, w
ith conscious review

, checks and balances.
T

he only added feature of process evaluation is that it form
alizes G

od records
the process, to m

ake it m
ore deliberate, rational, thereby enabling replication

of effective procedures and m
odification of ineffective ones.

T
hings m

ay very
w

ell go other than anticipated. T
his, by the w

ay, does not connote a lack of
success. In any case, the decision m

aking group should try to analyze not
only w

hat is different, but also w
hy. T

hus w
e can docum

ent w
hat happened

and use it later in other program
s.

W
here discrepancies or exceptions betw

een w
hat is planned and w

hat is
actually

occurring
are

noted, analyze w
hy and adjust

the program
accordingly. A

ny form
at w

hich provides the inform
ation needed, w

hen
needed, and in an understandable form

at for your program
 to facilitate13



A
ctivities

M
ilestone C

hart for T
raining Program

 to be C
om

pleted, June, 1974

73
74

Jan.
M

arch
M

ay
June

A
ugust

Sept.
O

ct.
D

ec.
Jan.

M
arch

M
ay

June

A
. Staff, A

dvisory G
roup con-

duct needs assessm
ent, criteria

B
. Form

ulate G
oal, O

bjectives
D

esign E
valuation

C
. A

lternatives
for

accom
-

plishing
objectives;

design
plan

D
. T

raining Im
plem

entation

E
valuation

M
ilestones

Periodic C
ounseling appoint-

m
ents w

ith
individual

stu-
dents f hi-w

eekly )

Faculty-student
m

eetings
{m

onthly-}

Faculty- A
dvisory

G
roup-

student m
eetings (3)

R
ating Sheets* for courses,

of her
m

aterials,
faculty-

stu dent
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ple evaluation form
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ppendix II
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B
i-M

onthly R
ecord of Program

 M
odifications

Septem
ber 1

N
evem

3er 1, 1974

Progress A
chieved

E
xceptions to

Progress A
chieved

A
nalysis (w

hy?)

A
lternative solutions

1.2.

3.

Figure 6

4.

Program
 M

odification
A

greed U
pon

(or change in objective)

15



decision m
aking, is adequate (see Figure 6 and K

en E
ye's article in the

A
ppendix I.

A
D

A
PT

A
T

IO
N

 O
F C

IPPM
O

D
E

L
 FO

R
 O

N
G

O
IN

G
E

V
A

L
U

A
T

IO
N

, A
C

T
IV

IT
IE

S IN
 L

IB
R

A
R

IE
S

C
O

N
T

E
X

T

Identifying needs, problem
s oppor-

tunities: sqting goal-objectives; criteria
for assessing perform

ance.

PR
O

D
U

C
T

R
eport of project,

program
 results--to

w
hat degree are objectives

m
et for recycling decisions?

T
ransferability of
findings.

IN
PU

T

Provide inform
ation

relating to program
structure. A

ll alternative
strategies

for im
plem

entation.
Form

ulate action plan
w

ho does w
hat? w

hen?

PR
O

C
E

SS

M
ilestonesprovides

for
m

onitoring
training--inform

ation
for

program
m

odification

Figure 7

2.S
tephen K

. B
ailey, "C

onflict :V
Ianagem

ent. T
he

L
essons of

P
olitical

in
Planning and E

valuation for Statew
ide L

ibrary D
evelopm

ent op
cit. p. 22.
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V
II. E

X
T

E
R

N
A

L
 E

V
A

L
U

A
T

IO
N

T
o w

hat degree have training objectives and project goals been achieved?
Product evaluation provides inform

ation for determ
ining w

hether the entire
project should be continued, m

odified or term
inated.

Som
etim

es called sum
m

ative evaluation, this aspect of the evaluative
process is also concerned w

ith im
pact. H

ere w
e are seeking answ

ers to
the

question, "If the project is successful in m
eeting its stated objectives (or m

ost
of them

) w
hat difference w

ill it m
ake in the 'real' w

orldlibrary, m
edia

center, traditional library school curriculum
, etc.?" H

as it reduced the
needthe gap betw

een w
hat is and w

hat should be? If so, to w
hat extent?

C
riteria previously selected (as part of context) are applied to the project

goal and training objectives. A
m

ong groups from
 w

hich such data should be
collected are:

Participants (m
orale, interest in profession, self-confidence, etc.)

Faculty
Project personnel
Field supervisors (staff)
Parents/com

m
unity

C
onsultants

Potential or actual em
ployers of participants (on-job suitability of

training)

A
m

ong the techniques w
hich lend them

selves to data collection for
sum

m
ative evaluation are:

Standardized tests
A

d hoc tests
Q

uestionnaires
Interview

s
Perform

ance ratings
O

bservation schedules

R
ating scales

A
ttitude scales

C
ase studies

A
udio tape or visual

(video tape, film
s) records

A
nalysis of costs

In sum
m

ary the C
IPP m

odel answ
ers four basic questions:

1. W
hat objective should be accom

plished (and w
hy)?

2.
W

hat procedure should he follow
ed?

3. A
re the procedures w

orking properly?
4. H

ave the objectives been achieved?

E
ach of the four m

ajor com
ponents of the C

IP
P

 m
odel represents a

continuous process of data gathering,
reaffirm

ing or
m

odifying
objectives,

considering alternatives, and so on. T
o illustrate the continuous recycling

process, the follow
ing adaptation of C

U
T

 is suggested for use in training staff
(F

igure 7).



V
W

.
E

xternal E
valuation

_A
s noted in the inirtiduction, our approach in this handbook has been on

t!:-
problem

s of internal evaluation. H
ow

ever both internal and external
evaluation are vital to ally training program

.

It w
ould be foolish to ignore that there has alw

ays been a certain
am

ount of tension betw
een the areas of action and research. B

rooks
describes a situation in w

hich "T
he action-oriented professional has

regularly lam
basted the ivory

tow
er, w

hose inhabitants supposedly
spend all their tim

e gathering data aim
ed not at solving concrete hum

an
problem

s. but at building bigger and better theories to be discussed at
stuffy conferences and debated in unreadable journals. S

uch persons are
often reported. only half- jokingly

to be incapable of m
aking the m

ost
innocuous of judgem

ents w
ithout a supporting body of em

pirical data;
and such bodies are frequently subject to m

ore than one interpretation.
the data itself im

m
obilizes the researcher and m

akes him
 unw

illing to
form

ulate policy im
plications

.

rt.,searcher. for his part, is often heard belittling the action-oriented
practitioner for

failure to conceptualize clearly: for his inability to
think in term

s of system
s: for his It ndeney to act on the basis of

subjective w
him

s or im
pressions. ignoring existing em

pirical data w
hich

m
ight suggest altogether different actions: for his failure to realize that

the action w
hich he takes in the future could he m

ade m
ore rational

and effect ivy it only he w
ould engage in for support) a little follow

-up
research on the actions he is taking today and for his apparent fear of
evaluation

o
n

the grounds that
it

m
ight call

his ow
n actions into

quest

B
rooks Ine,vever goes on to indicate that this tension is easing and there is

grow
ing dialogue betw

een the Iw
o areas "as researchers com

e to recognize
their respon-ibilitie's in the areas of public policy and .social action

and as
action -oriented practitioners heroine increasing aw

are that the
findings of

research can
put Iii good use III devising m

ore effective program
s."

E
lw

 out ele fs al(' at or. ei,alnation team
 or consultant often brings new

id as. a frr,h A
pproach to a program

. lie us often hired for his superior ability
u diagnose A

nd M
erit Iry problem

s and for his independent objective
opinion

as an outside r. lip near. also he an
effective m

ediator w
here thene is internal

het.
S

ince. 110
.1.ver. the inside evaluators t training, director-staff -sludentsi have

the advantage of a detailed know
ledge of 1:,ir program

. its resources and
restraints. the%

 have a distinct obligation to or:oh, and
inform

 the outside
A

m
our at

step of the opera/on hi it
IvilL initial planning. If this

c. not possib+
A

 the staff diceild at least sp.(
iir. .utd reach agreem

ent w
ith the

evaluator on the criteria bv w
hich they

is!, to he e.altiated. so that useful
inform

ation -.sill he provided.

S
ystem

 M
odel vs. G

oal A
ttainm

ent M
odel

In this section w
e w

ould like to m
ake a case for outside evaluation w

hich
does not sim

ply assess the degree of success a program
 has in m

eeting
objectives, som

etim
es called the "goal attainm

ent" m
odel, and argue for the

"ss stem
 m

odel" w
hich attem

pts to assess the degree to w
hich an organization

realizes its goal under a given set of conditions.' 4
F

or exam
ple an objective like "E

ach student w
ill be able to isolate the

political
structure of an inner city com

m
unity and design a plan for

involvem
ent of the com

m
unity and pow

er structure in providing inform
ation

services" can be evaluated quite sim
ply in term

s of: D
id each student design a

plan, show
ing steps to take in obtaining political and com

m
unity support? If

only 4 of 20 students did this under the goal attainm
ent m

odel, the evaluator
m

ight w
ell determ

ine that the course failed to m
eet the objective. B

ut under a
system

 m
odel the outside evaluator m

ight w
ith instructor students form

idate
several hypothe,e:. or approaches as to how

 the pow
er structure m

ight be
approached and techniques to use in designing a plan. If certain of the
approaches fail, others are successful, the evaluator w

ill have sonic useful data
on w

hich to base his evaluation, and the course instructor w
ill have useful

inform
ation on w

hich to base curriculum
 and field w

ork m
odification.

A
s the above im

plies the training director should seek an outside evaluator
or consultant w

ith tl ability to train staff in evaluative techniques and skills
to help them

 develop their ow
n expertise in internal planning, evaluation.

C
onsider P

ros and C
ons

W
hen the outside evaluator is brought in only at the conclusion of a

program
,

the
staff

should
m

ake certain
that

lw
takes

unintended
consequences. both positive and negative, into consideration. A

 professional
evaluation is m

ore than just an assessm
ent of w

hat happened. W
e are, in

short,
suggesting

that
training

directors dem
and m

ore of professional
cvaluators or consul:ants.

It
is obvious that to do this, training directors

m
ust them

selves develop m
ore expertise in the area of evaluation. T

he
usefulness of the outside evaluator m

ay be largely determ
ined by the quantity

and quality of data provided by the program
 staff.

A
n effectively m

anaged training program
 w

ill not H
y on the evaluation

team
 to provide solutions to problem

s: it w
ill. how

ever, expect the team
 to

"ask
the

right
questions," and to strengthen

internal
capabilities

for
im

proving evaluation m
ethodology:

I X
.

heuristics

D
uring and at the conclusion of any training project, the director and his

staff face tw
o m

ajor questions "w
 hat have w

e accom
plished?" and "w

hat
have w

e learned` ?" T
h- answ

er to the first is determ
ined by an e aiiiinat ion of

he data
the answ

er to the second. by reflection upon one's experiences.
C

otitributions to our know
ledge base can result both from

 ss stum
atic inquiry

anti 111`11T
IStil' O

bSC
R

ai
H

euristics are w
hat has been learned by successive discovery -action17



research to guide future action. H
euristics are the m

ail( of experience, not
conflicting

w
ith

form
al preparation

in
theory and m

ethodology, but
som

ehow
 apart from

 it.
H

euristic reasoning is
plausible, yet lacking in

rigorous proof. O
ften intuitively felt, heuristics are som

etim
es articulated and

passed in oral tradition, as rules of thum
b from

 one group to another.
D

irectors of training projects in tackling new
 problem

s, developing new
curriculum

, or developing new
 m

odels are learning, through the crucible of
experience, inform

al guideline principles. T
hese are put to the test daily. W

e
are suggesting that it is tim

e this hard-w
on know

ledge be acknow
ledged as

"respectable" so that others can share and benefit from
 it. If each D

irector
began to record this kind of know

ledge, it could then be com
m

unicated to
other professional colleagues concerned w

ith sim
ilar problem

s. U
ltim

ately,
through this m

utual sharing of tentative principles, a set of heuristics m
ay be

developed to serve as guides for all those involved in im
proving library

services, m
edia services, and learning system

s.
A

lice R
ivlin, in assessing the success of evaluation in governm

entally
funded social action program

s, points out that considerable progress has been
m

ade in identifying problem
s and in assessing im

pact on target groups, but
very little progress has been m

ade in com
paring m

ore effective program
s w

ith
less effective program

s. K
erm

it G
ordon in the forew

ard to R
ivlin's book

states, "W
e are not likely to discover m

ore effective w
ays until w

e conduct
system

atic experim
ents w

ith different w
ays of delivering social services, and

analyze the results."' 5
System

atic analysis and recording of results in a final report w
ill not

change the im
perfect state of the art of evaluation in library training and

program
m

ing, but it w
ill provide a body of data for use by other training

directors: planners, so that success factors can be utilized in other training
efforts, and tested as to viability in a different environm

ent. W
e m

ay thus
avoid testing the sam

e theories over and over again, w
ith each project hailed

as an innovative new
 technique.

O
f probably greater long range significance is that the data be used to

effect change in library education. T
he success of the federally funded library

training program
 rests largely on the degree of im

pact it could have on library
education and the library profession in general.

I 3 M
ichael P. B

rooks, "T
he C

om
m

unity Program
 and A

pplied R
esearch" in

R
eadings m

 E
valuation R

esearch. I Sage, N
ew

 Y
ork, c1971), p. 60-61.

"H
erbert C

. Shtilberg and Frank B
aker, "Program

 E
valuation M

odels
and the Im

plem
entation of R

esearch Findings'',
p. 77.

A
lice M

. M
O

M
, System

atic T
hinking fur Social A

ction (W
ashington:

B
rookings Institution, 19711. p. viii.
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X
. Practical A

pplications
T

he preceding section asks library trainers to share their know
ledge so that

others m
ay benefit. in this section and in the A

ppendix w
e are attem

pting to
follow

 this advice by including three articles that are intended to be specific
and thus helpful to persons w

ho are in the process of adapting planning and
evaluation theory to their particular situation.

A
ll three authors have w

orked w
ith librarians in a variety of training

situations to im
prove long range planning and evaluation techniques in

libraries. D
r. H

udspeth, D
irector of E

ducational D
evelopm

ent, C
ollege of

Pharm
acy at O

hio State, w
orked w

ith state agency staffs in an extended T
itle

lib Institute on statew
ide library planning as did D

r. E
ye and D

r. W
alker. K

en
E

ye w
as a m

ajor presenter and consultant for tw
o of the L

eadership T
raining

Institute w
orkshop sessions in 1972-73.



D
elphi Forecasting for

L
ong R

ange L
ibrary Planning

D
eL

ane R
. H

udspeth

Long range library planning capability m
ust increasingly be developed to

enable librarians to identify the challenges w
hich lie ahead, to develop a

m
odern philosophical base upon w

hich to justify operation and to prepare
t he profession for leadership in an age of rapid change.

T
he D

elphi technique is a m
ethodology w

hich system
atically uses intuition

to plan for the future. It is a process for eliciting and refining the opinions of
individuals derived from

 a series of "events" about plausible activities or
occurrences in the future.

O
riginally, D

elphi w
as used a3 a technological forecasting m

ethod to try to
determ

ine w
hen and under w

hat conditions certain kinds of technology
w

ould becom
e viable. M

ore recently, the D
elphi technique has been used for

N
ocial forecasting. Long range planning of this sort typically is less precise and

involves "softer" variables than do intuitive judgm
ents concerning technology

and science. F
or long range library planning the D

elphi
is particularly

appropriate w
hen it is used in such a w

ay that a variety of public segm
ents

can be tapped for their view
 of the future and the consensus, or lack thereof,

w
ith respect to their values and desire for library service.

E
specially, as library resources grow

 tighter, the problem
s of grow

th m
ust

be considered in term
s of com

prehensive and long range considerations of
library goals. F

urther, as libraries have m
oved into receiving federal funds and

dollars from
 a variety of sources, they are being held increasingly accountable

for the processes they use and the products they proclaim
.

A
dvantages of the M

ethodology
T

he D
elphi forecasting technique is an iterative questionnaire designed to

m
easure consensus w

ith respect to plausible events of the future. T
here are19



several reasons w
hy the D

elphi technique is useful fG
r library planning. D

elphi
allow

s library planners the luxury of som
e am

biguity w
hile, at the sam

e G
ie,

providing data about the degree of consensus w
ith respect to library options.

T
he nature of this consensus

in term
s of "tight" agreem

ent vs. very little
agreem

ent! supplies valuable inform
ation about a m

ap of the future. D
elphi

offers librarians reasonably precise data (not to be confused w
ith accuracy;

only tim
e can provide an answ

er as to w
hether a given judgm

ent w
as

accurate! and has certain additional advantages in its data collection form
at.

T
hese advantages are tw

o-fold. T
he first is that the questionnaire allow

s an
expert to express an opinion in a threat-free ,nvironm

ent. T
hat is, it reduces

the probability that polarity occurs because of face-to-face confrontation. A
s

library operations grow
 m

ore com
plex (e.g.. T

T
Y

 netw
orks, com

puterized
retrieval system

s, new
 m

icroform
 system

s, etc.!,
it becom

es increasingly
im

portant that m
em

bers of these specialized support system
s be able to

provide this inform
ation about the future w

ithout polarizing opinions based
on their specialty and their hope for ther ow

n professional interests.
M

a second advantage is that D
elphi is suited for displaying a w

ide range of
events. A

lthough specific links betw
een singular events and a com

posite
picture of the future are best done w

ith techniques other than D
elphi. this

forecasting procedure nevertheless allow
s for a w

ide range of topics to be
considered w

ithin som
e broad objective. E

special It
w

ith social forecasting, it
is im

portant that seem
ingly far-out events be considered w

ithin the construct
of potential library utilization so that long range planning can include those
synergy

points w
hich occur w

hen new
 expectations arise

I i.e.,
cable

television m
icrofilm

! or w
hen new

 social expectations develop I such as the
R

ight-to-R
ead program

,.
In sum

m
ary, the D

elphi forecasting technique allow
s the library planner

the optiori of dealing w
ith futuristic events w

ith a panel of "experts" to
determ

ine
the degree of consensus about the plausibility of these events

occurring
in the future. D

ata collected w
ith this instrum

ent can include
param

eters
of

tim
e,

value.
pnibable

occurrence,
price,

technological
feasibility

.
and alm

ost any set of conditions for w
hich experts can apply a

num
eric -,alue.

D
isadvantage of D

elphi
A

lthough D
elphi can provide som

e hueristic insights to the person or
gnaw

 adm
inistering the instrum

ent, one m
ajor disadvantage m

ust be pointed
out. A

 D
elphi forecast only provides consensus data concerning expert

opinion w
ith respect to a series of events, in som

e future tim
e fram

e. T
he

D
elphi process /toes not in any w

ay provide those logical or causal links
concerning the relationship betw

een the D
elphi events

as the D
elphi is

traditionally used 1. C
aution m

ust be exercised fri not anticipating that the
data obtained can be plugged directly into th decision m

aking process.
A

lthough the data can be useful in resource allocatitin, determ
ining training

r -ogram
s. deciding on facilities, etc.. developm

ent of an
overall future picture

is probably best done w
ith other procedures such as contextural m

apping or
even scenario w

riting.

20

T
he F

ocus D
elphi

Investigators using traditional D
elphi studies have selected their "experts"

using a variety of m
eans. T

he num
ber and quality of the author's publication

is an index to his expertness. N
ational reputation w

ithin their discipline is
another index and is som

etim
es determ

ined sim
ply by telephoning other

experts in the field and polling their opinions, thereby using sim
ilar experts as

a panel of judges.
E

specially in social forecasting, how
ever, I argue that "expertness" m

ight
be determ

ined by the role w
hich an individual plays w

ith respect to the
system

 being considered. F
or exam

ple, there is no one m
ore expert at being a

patron in a library than a person w
ho is a patron. If inform

ation provided by
a typical patron is essential to long range library planning in that the patron
can accept or reject a planned innovation, then it becom

es extrem
ely

im
portant that patrons provide data to long range planners. S

im
ilarly, if

future planning involves federal funding, then it is logical that som
eone w

ho
know

s and can intuit about federal funding procedures be used to forecast
the future of those resources.

In short, w
e are usually concerned in futuristic planning w

ith a system
. A

system
can

be
view

ed
as

having
input,

thruput, output and som
e

suprastructure w
ithin w

hich the system
 operates. P

eople play different roles
w

ithin a system
 and can provide the planner w

ith essential data. based on
their role, in term

s of w
hat if valued, w

hat they w
ill support, use, reject, etc.

D
ifferences betw

een groups is extrem
ely valuable planning data.

If the m
ajor function of the long range planning is to clearly explore

alternatives to traditional librao practice, then it is necessary to analyze the
levels of consensus of groups w

ithin the system
. W

here traditional D
elphi

lends to force consensus, the F
ocus D

elphi is typically used to discover
w

here --or w
here not-- consensus exists. K

now
ledge of the differences of

opinion held by those w
ith different roles w

ithin a system
 is valuable for the

policy m
aker; identifying disagreem

ents m
ight lead to one kind of long range

plan: identifying areas of agreem
ent (all sectors having agreed as to w

hen an
event m

ight occur and to its potential value! w
ould lead to another kind of

planning strategy
.

In short, w
here traditional D

elphi attem
pts to use one

panel of experts to arrive at the degree of consensus by w
hich a given

technological innovation w
ilt occur and w

hen this technological innovation
m

ight im
pact on other events, the F

ocus D
elphi tends to consider the

com
plex nature of social forecasting and to m

easure the degree of consensus
w

ithin and betw
een the social system

 for the purpose of long range social
planning.

D
eterm

ining E
vents

T
here are several w

ays in w
hich events can be chosen for inclusion in the

D
elphi study. T

he first and m
ost com

m
only used is that the panel of experts

are invited to subm
it eight or ten "m

ost plausible events in the future w
hirl]

im
part upon libraries." T

ypically, this
list of events is returned to the

investigator, cut apart and sorted into logical topic arras. T
ypically. 12 to 15

topics w
ill em

erge from
 the concerns and interests of the experts. E

ither



com
posites of these events or representative

statem
ents are draw

n from
 each

topic pile and form
atted into the D

elphi questionnaire.
A

nother w
ay of determ

ining events is to
search the literature using future

oriented
criteria and com

pile events as
represented

in
the

literature.

Frequently, m
inim

al training and relatively
unsophisticated individuals can

perform
 this search and determ

ine a surprising
num

ber of future oriented
events w

hich can be used in a D
elphi.

U
nder either condition, it

is possible for the investigator to w
rite

and

insert his ow
n events based on the function

the D
elphi is to serve. Ideally,

both procedures are used and the results
tabulated to see

if there is a
significant difference betw

een w
hat the authors are

purporting and
experts in the field are postulating concerning a

reasonable s ;.,ne of affairs in

the future.
O

nce the events are edited and displayed
(and usually

it
w

ill take
respondents from

 60 to 90 m
inutes to adequately cover

40 to 50 events),
then the questionnaires are sent out for the

first "pass." T
ypically, ratlw

r
sim

ple estim
ates are called for in the first pass

such as an estim
ate at som

e
level of probability as to w

hen the event
w

ill occur, plus perhaps som
e

num
erical estim

ate as to the value of this event
vis-a-vis the individual, the

institution or the profession.
O

nce the data has been analyzed. the second
round goes out for t1.1,

purpose of eliciting the consensus
of the experts. T

he interquartile ranges
o:

the date estim
ates from

 all
responsi%

 could be tabulated and displayed to
participants on the second round w

ith an invitation
to change their prediction

if they desire .
In addition, if their estim

ates w
ere outside

the interquartile
range. they m

ight be asked to
state a reason for retaining their

estim
ate.

D
uring the 4.cond round, participants could

also be asked to state briefly
w

hether O
w

%
felt

the "consequence" of an event
to be desirable or

undesirable.
In the third rO

und, the interquartile ranges
from

 round 2 could be
displayed and a sim

ilar reestim
ation

solicited I typically, the m
ost consensus

in term
s of date estim

ates occur
betw

een the second and third rounds).
In

addition, partiripants could be asked to state
briefly w

hat they m
ight do to

enhance or nlard the accounts
of the current events based on their

assessm
ent

eif
w

hether this event w
as valuable or

detrim
ental to the

fu net ii ning of a library operation.

A
nalysis of D

ata
D

eriving conclusions from
 data to

"prove" a hypothesis, is obviously an
inipossible lash w

ith respect hi future
events. Instear:. the data profiles

from
 a

D
elphi foriA

hould be view
ed as stim

ulus for tong range
planning. A

num
ber of guidelines can be used in

exam
ining the data obtained

from
 the

E
ssenl

these consists of the follow
ing:

I. W
hat i. the tim

e estirnale? W
hat

is tin relationship of this tim
e

estim
at' to precedent and antecedent events

w
hich relate to the

event in question?
2. W

hat is the degree of consensus
w

ithin the total group t a narrow
versus a w

ide spread of estim
ated

dates!?

3. Is this consensus of the total group or are
there significant

differences w
ithin certain subgroups? C

an these subgroups
be

view
ed as advocates or decision m

akers for the event in
question?

4. B
oth broadly and narrow

ly, w
hat are the

interrelationships of the
event in question to other events? D

o the
data, including

statem
ents to enhance or retard an event, indicate

that they w
ill

be an advocate group? A
re the advocate group estim

ates
tight or

broad w
ith respect to tim

e estim
ates, advocacy

procedures and
value assessm

ents?
5. H

as there been a significant shift
tim

e estim
ates betw

een the
first and third rounds of the D

elphi? V
iew

ed in light of the
value

assessm
ent and the forecast range of dates, is any

particular
subgroup m

ore am
enable to discussion concerning

their actions
w

hich m
ight enhance or retard the developm

ent of a particular
event?

C
onclusion
Pie value of data collected w

ith a procedure like
the D

elphi is not that it
prov1des inform

ation for a certain future {although
this is possible w

ith a
tightly structured instrum

ent), as m
uch as to

let the library planner project
him

self into the m
inds of the people regarding a

pattern of events w
hich

could occur in the future. A
s decisions are

thrust upon planners w
ith

increasing rapidity,
it becom

es absolutely
essential that these planners

understand the broad gestalt of a rapidly m
oving

w
orld in order that decisions

and planning be m
ade from

 the broadest base
possible. O

ne w
ay to obtain

this broad lase is to look at the plausible
events w

hich m
ight im

pact upon
libraries and then through a series of forecasts exam

ine
the options w

hich are
feasible so that w

hen the tim
e com

es to
m

ake a set of decisions, these
decisions are m

ade w
ith respect not only to the

prim
ary consequences but to

the secondary and tertian effects.
D

uring ancient tim
es {say, 59 years ago), it w

as
possible to begin a

program
 and judge that program

based upon its im
m

ediate consequences. A
s

w
e are subject to exponential

change, that is no longer possible. W
e m

ust
m

ake decisions based not only on the question "W
ill the

operation succeed?"
but on the m

uch m
ore im

portant question
"W

hat happens if w
e are

successful?"

Sum
m

ary
T

he D
elphi forecasting procedure is a very

useful, relatively inexpensive
instnim

ent for obtaining consensus about
events in the future. D

ata from
 this

instrum
ent can be used both in term

s
of m

aking decisions and as a
pedagogical or "m

ind expanding" tool.
D

elphi can be of considerable utility
in developing alternatives for library

planners so that they are not shocked by

som
e event in the future and

find them
selves unable to rationally consider the

options thrust upon them
 in a rapidly changing

w
orld,
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T
w

enty E
valuation Principles

K
en E

ye and Jerry W
alker

T
he follow

ing tw
enty general evaluation principles w

ere developed by D
r.

Jerry W
alker and D

r. K
en E

ye, both of the O
hio State U

niversity. T
he intent

is to introduce a m
ind set for people applying, often for the first tim

e,
evaluation in the field. T

he principles are general guides to help the evaluator
apply the notions of evaluation to situations specific . .. W

e have done the
easy part .. . it is for you, the real experts, to apply the ideas to the real
w

orld. T
he tw

enty principles are separated into the four C
IPP types of

evaluation; how
ever, there is no intention of "selling" the C

IPP fram
ew

ork,
for the concepts apply to other evaluation m

odels as w
ell. T

he illustrations
are sim

ple m
em

ory aids that Jerry and K
en use so w

e can "operationalize and
im

plem
ent the overarching conceptual fram

ew
orks" and other assorted

jargon.
T

hus, it m
ust be kept in m

ind that the sim
ple general principles apply to

very com
plex processes designed to provide

derision - m
aking data to

decision-m
akers, W

e have oversim
plified, but have not m

isrepresented the
canted, yet w

e som
etim

es fear that the com
plexity of applying principles to

the real w
orld w

ill be lost in our sim
ple illustrations. W

e feel that to live out
these principles w

ill be difficult, som
etim

es risky, and if applied w
ill result in

a new
 breed of people attacking old problem

s in new
 w

ays to help create a
better future. T

he authors are pragm
atic idealists w

ho have great faith in the
ability and w

ill of library people to w
ork tow

ard m
ore viat,le alternative

futures, and w
e offer these notions as a part of the m

ind-set necessary to
create a better T

om
orrow

 out of N
ow

. For if w
e don't do it, w

ho w
ill?
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C
ontext E

valuation Principles

1. A
nom

alyA
-norm

al; som
ething ain't

right.
E

valuation
is

costly and
difficult, thus use it first w

here the need is greatest, and if tim
e and

resources are available, apply it to lesser problem
 areas later.

2 +
 2

=
3

N
eeds E

valuation N
ow

2 +
 2

=
3.5

E
valuate N

ext

2 +
 2

=
4

E
valuate M

aybe L
ater

2. A
ssum

ptionsE
valuators

and decision-m
akers alw

ays
have

assum
ed

constraints and values that affect perceptions; the assum
ptions need to be

expressed openly and understood by both the evaluators and the
decision-m

akers served; if this is not done consciously, it is unlikely to be
done; and the consequences of conscious or unconscious hidden agendas
are nearly alw

ays negative.R
ound/Flat W

orlders

"L
et's go for a boat ride."

"O
kay. H

ow
 far?"

"O
h, as far as w

e can go."

3. O
bjectives # G

oals--O
bjectives do not equal G

oals, how
ever, they are

rationally related in a hierarchy. O
bjectives are finite and concrete, and

G
oals are value laden; thus, the accom

plishm
ent of O

bjectives is rational
evidence of a high probability that G

oals have been achieved, or at least
approached to som

e degree.

24

G
oal and O

bjective H
ierarchyG

oals

O
bjectives

B
ehavioral O

bjectives
O

f
T

ask Specifications

4. C
om

patible E
ndsO

verall system
 continuity is achieved or increased w

hen
the focus or efforts of all the system

 parts are directed tow
ard com

m
on

purposes. T
he output of a system

 is the vector sum
 of the parts.

44

I
+

2

State L
ibrary

C
ity M

ain L
ibrary

C
ity B

ranch L
ibrary

P+
6

=
 +

4

+
4

+
6

+
2

=
 +

12

5. N
o Irrational D

ecisions -For both evaluator and decision-m
aker "m

ental
health", it should be assum

ed that people do not m
ake irrational decisions,

rather, often other people have data w
e do not; thus, the evaluation data

so carefully and objectively obtained by the evaluator m
ay seem

ingly be
ignored w

hen in fact the decision-m
aker has other data that m

ust control
the final decision.



C
hris C

olum
bus

H
elm

sm
an

"S
ail W

est."
"B

ut sir, m
y data .

.."

Input E
valuation P

rinciples

1. S
uboptim

ization T
his notion is that to optim

ize the overall system
. each

part m
ust sub-optim

ize; the overall system
 w

ill only reach its greatest
potential if all the parts reach less than theirs; thus, system

s optim
ize only

w
hen subsystem

s com
prom

ise.

If parts w
ere optim

ized, and
not com

prom
ised:

C
om

fort

S
peed

E
conom

y

S
afety

E
cology

T
otal O

ptim
ized

S
ystem

:

c

- 2. InteractiveA
ll parts of a system

 affect all other parts to som
e degree; any

change in m
eans or ends should be exam

ined for second, third, etc. order
effects.S

econd O
rder

A
che

40

P
rim

ary
C

lout

T
hird O

rder
W

obble

3. C
onsider A

lternativesS
ystem

atic consideration and analysis of alterna-
tives increases the chances of a "best" choice in the particular situation.

EAN

O
B

J E
C

T
I V

E
S

1
3

5
0

-1

5
5

4
1

1

3
0

1
2

0

-1
4

2
0

0

0
0

5
5

0

C
R

IT
E

R
IA

:
1) resources
2) tim

e
3) polities
etc.

816 B
est B

et

65

10

R
ate on 1-5 scale

4. S
trategy, then D

esignF
olks often begin to think in term

s of low
 level

design details before the overall strategy is fully considered; T
hink G

oals,
then S

trategy, and then specific enah!ing D
esign; the three interactive,
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thus, w
hen a design is finally selected, one m

ust re-cycle the process to
2. T

im
elinessE

valuation data m
ust get to decision-m

akers in tim
e to be

insure the D
esign derived in fact supports the S

trategy and G
oals.

useful; evaluators have no "m
orning after pill."

1
2

3
G

oal
S

trategy
D

esign

B
Flv
B

us
C

ar
W

alk
H

itchhike
H

orse
B

ike
etc.

D
elta 707

G
reyhound

etc.

5. P
robabalistic-- C

onsider the universe to be based on probability rather than
absolute truth and certainty; optim

um
 actions do not guarantee, rather,

they only increase the odds of success. T
hus, our traditional concepts of

truth and certainty m
ust be translated into term

s of high or low
, or

increased or decreased, probability.

Process E
valuation Principles

C
ertainty =

 5:1 odds

1. A
nticipate A

ntecedentsT
o reach a C

oal one should ask, "w
hat m

ust
com

e h. ore that?", and then "B
efore that?" until the future event is

projected back to now
: that is, a pucker m

ust preeeed a kiss.

N
ow

26

S
et

G
et

G
et

S
end

G
t t

t ;oats
D

ata
S

ignature
B

udge

turp
E

vent

z3,_jcan,
"B

ut I'm
 only one m

inute late!"

3.
E

fficiencyT
im

e
and resources are lim

ited, thus they m
ust be used w

isely.
F

or exam
ple, relative to data collection, gather only that w

hich w
ill be

used from
 as few

 sources as necessary to get reliable, valid, and tim
ely

data. T
hus, ask the right sources the right questions at the right tim

e in the
right w

ay as few
 tim

es as possible.

SO
Literature

E
xperts

U
sers

C
Law

E
etc.

S

D
A

T
A

 N
E

E
D

E
D

t\

,S
`

4°.1
sk`

X
Xx

X
I X
t

x

R
ecycling R

eadiness -A
s decision points are approached, it is possible to

get ready to decide, particularly if the decision to be m
ade is clear cut and



the data leans heavily tow
ard one alternative; or if the decision choice is

not obvious one can begin to think about "w
hat it?" relative to the

expected choices. T
his process helps create a surprise free future; surprise

birthday parties are m
ore fun than surprise 51:15, staff cuts.

N
ow

anticipation
points

inadequate $

N
o $, so
stop

A
dequate $

5. G
oal D

rift- O
ver a period of tim

e initial G
oals and even

O
bjectives tend to

drift as everdav processes and pressures cloud our
desired ends.

1.'(,r

exam
ple, social goals or stated program

 ends often are
shifted to a low

er
priority as re-funding becom

es m
ore critical,

w
hich then lessens the

probability
of

the
outcom

es w
arranting

being

problem
 . .. m

oney over w
hat m

atters.

G
oal:

E
asy to P

ublic A
ccess

open

to M
aterials

shelves

K
eep Library N

eat
and T

idy

P
roduct E

valuW
ion P

rinciples

m
essy

tables

refunded:.
age

old

tidy
)(tables

closed
shelves

1. Logic Links T
he lines bet w

een
levels in a G

oal and O
bjective aierarehy

are by definition
bigicaL T

hus, based on logic, O
ne m

ust accep' that
if the

O
bjectives are m

et. the C
oals are

therefore to som
e degree m

et: furthe-,
the m

eeting of O
bjectives does not prove

G
oats have been m

et ... only the
probability of G

oal attainm
ent has been increased.

S
0

=
 u =

 B
b

G
O

A
LS

S
U

B
-G

O
A

LS

fifi I II 1 11
L

.
O

B
JE

C
T

IV
E

S

therefore

Logic
Links

0B
 =

 G

2. C
onsiier A

ll C
onsequencesO

utcom
es or any action should be

analyzed
for unintended consequences. F

or exam
ple, if an objective is to

increase

library use from
 10%

 to 9O
of the ;otential users, it m

ight be necessary
to increase the budget by 300%

, and such a jum
p on a tax

levy w
ould

likely result in defeat, and thereby jeopardize the ongoing program
for the

10r7,- plus potential new
 users for several years.

C
.

...JP
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3. S
hare and LearnS

haring has tw
o dim

ensions: internal and external. F
irst,

w
hat happens this year should be considered in next year's internal an m

ai
plan. A

nd other system
s and people w

ill profit by our success or failures if
w

e w
ill share data, and vis-a-vis. S

ecrecy perpetuates reinvention of the
w

heel, often w
ith one flat side.

Long
R

ange
P

rogram

A
nnual

P
lans

O
T

H
E

R
 F

O
LK

S

5
y

e
a

r
r

o g
I'

a m

1,/1/111
A

P
 S

A
P

 S
A

P
 --30A

P

O
T

H
E

R
 S

Y
S

T
E

M
S

I. A
void O

verkillT
oo m

uch or too com
plex data is inefficient, if not

detrim
ental: use a =

10 hook for a =
10 fish, and a =

2 hook for a =
2 fish.

1) S
im

ple Q
uestion:

"D
id literacy increase?"

21 Interm
ediate Q

uestion:
-H

ow
 m

uch did each person change and at w
hat rate?"

3) C
om

plex Q
U

estion:
"W

hat variables caused the m
ost change?"

T
he statistical horsepow

er needed to answ
er question 3)

is w
asted if

applied to question 11. and the data needed for question I) w
ill not

adequately answ
er question 31.

.!-). T
here A

re N
o N

egative F
indingsD

ata is a fact, it is neither good or had,
or positive or negative, until people apply value criteria. T

he evaluator
should supply factual data upon w

hich value judgem
ents can then be m

ade
by decision m

akers. T
hus, if an objective is to increase night use of a

library by 25r, the evaluator should report the facts, say the increase w
as

18%
 or 38%

it is for the decision-m
aker to decide if the finding reflects

a positive or negative condition, for m
aybe a funding cut had happened

and 18e; is the best new
s since the printing press ....

28

0%
,

25%

Increase

50%

call 'em
 like

it is

75%
100%

T
he above principles are guides to a m

ind set. T
hey overlap and interact,

and can be applied to m
anagem

ent as w
ell as evaluation tasks. A

nd one of the
great evaluation problem

s is clear-cut role definition, for few
 system

s can
afford a person to act only as an evaluator. In the real w

oe(' you m
ay w

ear
evaluator, adm

inistrator, decision-m
aker, and w

orker hats at different tim
es

or som
etim

es sim
ultaneously, and to confuse any one w

ith another w
ill

confuse them
 all. T

hus, do your best to separate the roles and functions as
you go about gathering and processing data upon w

hich you or others w
ill

base decisions. A
nd in conclusion, it m

ust be recognized that evaluation w
ill

neither
lessen nor even sim

plify your decision-m
aking tasks, nor w

ill
evaluation data provide absolute concrete answ

ers; and it m
ust never be

forgotten that:.51

11,..411.

T
he Purpose of E

valuation
Is N

ot to Prove
B

ut to Im
prove.



A
PPE

N
D

IX

Project Process M
onitoring

System
 for W

ork A
ctivities

K
en E

ye

T
his process m

onitoring feedback system
 is designed to provide process

data feedback to a P
roject D

irector, U
nit H

eads and staff. T
he data is

prim
arily quantitative, relative to tim

e line adherence although the M
onitor

can ask quality questions if necessary, T
he system

has several advantages: 1)
sim

ple operation,
21 keeps a sequential longitudinal process record, 31

requires little tim
e to operate, 41 dissem

inates progress data sim
ply to P

roject
D

irectors, U
nit H

eads, and staff 5) no great technical skill is needed by the
M

onitor to operate, 61 no great technical know
ledge is needed by the M

onitor
in the content area being m

onitored, and 7lthe system
 projects short-range

activities.
In the large project that had several hundred scope of w

ork
activities being m

onitored in w
hich the author developed, tested, and used

I he m
onitoring system

, total staff tim
e

required,
including typing, for each

cycle varied from
 4 to 8 hours; and U

nit H
ead interview

 tim
e w

as never m
ore

than 15 to 30 m
inutes, including coffee and chit-chat. T

hus, the cost- benefit
ratio is low

.
lite

follow
ing

w
ill

outline
tht

sequence
of m

onitoring
activities

referencing to sam
ple m

onitoring form
s at conclusion of article,

G
oals, O

bjectives and the S
cope of W

ork
It

is assum
ed the project has a w

ritten hierarchy of G
oals and O

bjectives
upon w

hich a S
cope of W

ork can he developed for each O
bjective.

W
ritten

G
oals and O

bjectives are not necessary to op: rate the nonitoring system
,

how
ever, it seem

s rather pointless to closely m
onitor an activity for w

hich the
end productisl or processt es) are not specified.

T
he S

cope of W
ork is a statem

ent of w
hat. activities w

ill occur betw
een

w
hat tim

es relative to a specific O
bjective. T

he S
cope of W

ork 11 should be as

29



detailed as necessary to reflect actual and realistic activity and tim
e estim

ates,
and 21 it should have slippage tim

e built in to allow
 for unexpected delays,

the am
ount depending on past experience.

N
ote that each Scope of W

ork item
 can be used to develop budget

allocations to docum
ent expected arid than actual costs. A

lso note that the
Scope of W

ork item
s van be broken dow

n further into an operational task
analysis in w

hich specific personnel and resource allocations can be specified.
T

hus, both the Project D
irector and the staff w

ill have a guide for daily or
w

eekly task assignm
ents.

(See Sam
ple 1 for a G

oal, O
bjective, and Scope of W

ork.I

M
aking the Form

s
T

he first m
onitoring task is to m

ake several form
s. First, from

 the Scope
of W

ork m
ake a M

aster Scope of W
ork T

im
e L

ine for the appropriate tim
e

span. It w
ill be hest to m

ake up a blank M
aster from

 w
hich copies can be

m
ade. and (el the w

orking copies put on the tim
e line for each Scope of W

ork
item

. T
hee the filled in M

aster Scope of W
ork L

ine can be dissem
inated to all

persons involved.

(See Sam
ple' 2 for a M

aster Scope of W
ork T

im
e L

ine that has been filled in.1

T
he second m

onitoring task is to m
ake scope of W

ork M
onitoring Form

s.
A

gain, m
ake a blank m

aster from
 w

hich copies can be m
ade to fill in. It

is
im

portant to note that a filled in Scope of W
ork M

onitoring Form
 m

ust be
m

ade for each page
if the Scope of W

ork, and on the individual M
onitoring

Form
s the Scope of W

ork activity num
ber is placed in the left colum

n of the
M

onitorint! Form
 to correspond w

ith the placem
ent of the scope of w

ork
activity on

he Scope of W
ork page. T

hus, for each m
onitoring period there

w
ill be a Scope of W

ork M
onitoring Form

 that m
ay he placed side-by-side

w
ith each page of the project Scope of W

ork
.

.the page-by-page item
e(orre.cpvtide nee allow

s for fast and easy filling out of the M
onitoring Form

s
and

prorfd,
rs sim

ple m
eans

to file the data, w
hich w

ill he noted later.

(See Sam
ple

for a Scope of W
ork M

onitoring Form
 1 hat corresponds to the

-am
ple Si' w

e of W
-ork in Sam

ple 1.1

Prelim
inary A

dm
 in it rat ive D

ecisions
T

he third ,;te is f,ir the M
onitor or F,valuat or, or the Project D

irector is Ile
or she happen,. to w

ile both functions, to deride w
hich Scope of W

4irk
activities are

to
be m

onitored.
In

sm
all

projects
all

activities can he
m

onitored, M
O

 in
large proreis fink

the im
portant m

ilestones need be
m

onitored. For exam
ple. in the sam

ple Scope of W
ork in Sam

ple 1. the
ctor nias choose lo m

onitor activities 3
5. 7, S. 11, and 11. or

possibly old, activities 5. !J. and 1
1 w

ould b selected_
D

iv fourth .tell is for the Protect D
irector to specify how

 often the Scope
of W

ork activities need to be m
onitored. T

he tim
e span selected w

ill depend
on the o:erall span of the project, the criticalness of the activity being on

30

tim
e, the turn around tim

e necessary to m
ake activity adjustm

ents once
feedback data

is obtained, arid the tim
e and resources available for the

m
onitoring task. H

ere it w
ill be assum

ed that the tim
e selected w

as the 15th
of each m

onth.
O

nce the m
onitoring activities and dates are specified, the fifth step is to

note them
 on the M

aster Scope of W
ork T

im
e L

ine
... a

check m
ark or "x"

in red ink can be used to highlight the im
portant activities and dates.

ISee Sam
ple 2, w

here activities have been identified w
ith a check m

ark for
the m

onth of February.'

O
nce the decision is m

ade the Project D
irector should alert the staff

involved of w
hen and how

 the process m
onitoring is to be carried out

.
.

and
it w

ould be a good idea
if staff m

em
bers w

ere in on as m
uch of the

decision-m
aking as possible so folks w

ould both feel a part of the operation
and w

ould know
 w

hat to expect. A
nd at this tim

e each staff m
em

ber should
receive a filled in M

aster Scope of W
ork T

im
e L

ine on w
hich is noted the

overall project m
onitoring scheduled from

 w
hich each individual can note the

item
s relevant to them

. T
his keeps the w

hole staff inform
ed of the w

ork flow
of other people and units, and show

s how
 each task fits into the w

hole,

D
oing it
T

he sixth step is the actual m
onitoring. First, the M

onitor notes by circling
the activity num

ber on eai-. page of the Scope of W
ork M

onitoring Form
 the

activities that are to be m
onitored: this data can be taken from

 the M
aster

Scope of W
ork T

im
e L

ine, going dow
n the m

onth colum
n to note item

s
checked for m

onitoring at anv tim
e during the m

onth (See Sam
ple 2, for the

m
onth of February.'
O

n the i 5th of each m
onth the m

onitor interview
s each U

nit H
ead

or
person designated to report. T

he interview
er places page-by-page the Selpe of

W
ork M

onitoring Form
 beside the corresponding Scope of W

ork
page and

,,sks the follow
ing:

1.
9.

"D
id you com

plete the w
ork specified during the previous tw

o w
eeks"

"D
id you begin w

ork specified during the previous tw
o w

eeks:'
3. ''ft

you expect to com
plete the w

ork specified during the next tw
o

w
ee k s'!"

1. "D
o you expect to begin w

ork specified during the next tw
o w

eeks,"
. "H

ave
oti

started or ci im
piety&

 or expert to start, activities not
specified in the Scope of W

ork?
4;.

If any answ
ers are "no- for questions 1-1 alien- :-%

 the m
onitor then asks:

1
1

for new
 dates. 21 for the reasons for the change, and 31

w
 hat are the

expected consequences
the delay?

7. A
ll of the inform

ation is noted on the Scope of W
ork N

Initoring
Form

hr M
e m

onitor. T
his process is repeated pace -hl -page for each item

 to
he m

onitored.
8. A

t this tim
e the U

nit D
ead ran relay to the Project D

irector, or vis-a-vis,
any other inform

ation about needs. opplirl unities. or problem
s that



bear on the S
cope if W

ork, and the M
onitor can include this data in hi:

or her report to tilt. P
roject D

irecteer.

S
ee S

am
ple

1. for a fiilid in N
lonitoring F

orm
 for the m

onth of F
ebruary,

1971.1

T
here are other strategies for gathering the data. F

or exam
ple, each t'nit

H
ead could be given the M

onitoring F
orm

s to be filled out and returned to
the P

roject D
irector or M

onitor on the 15th of each m
onth or the U

nit head
could receive several m

onths supply of M
onitoring F

orm
s to be subm

itted on
the 15th of the m

onth. H
ow

ever, the interview
 strategy is m

ost likely to
produce data on tim

e every tim
e, and data analysis is easier if only one person

does the recording
...

usually a person can read his or her ow
n w

riting, and
typing is riot necessary.

D
ata A

nalysis and R
eporting

T
he seventh step is for the m

onitor to analyze the collected data. In so
doing P

 num
ber of tasks need be done: F

irst, using a colored line, a progress
line is draw

n in on O
w

 M
aster S

cope of W
ork T

im
e Line to represent the

progress data reported for each S
cope of W

ork activity.

(S
ee S

am
ple 5, fur a filled in M

aster S
cope of W

ork T
im

e Line for the m
onl.i

of F
ebruary., 19-

S
econd, the M

onitor notes critical activities that are riot on tim
e and that

w
ill disrupt the project w

ork flow
.

T
hird, the m

onitor files each page of the S
cope of W

ork M
onitoring F

orm
behind the corresponding page of the S

cope of W
ork in a m

aster file. A
s this

process is repeated m
onthly a longitudinal record of the w

ork flow
 w

ill he
com

piled for each item
 in the overall project S

cope of W
ork.

F
ourth, the m

onitor gives the P
rojector D

irector
I t

a copy of the
1.1 p -t o- date M

aster S
cope of W

ork T
im

e Line w
ith the progress line draw

n in
21 a report of item

s likely to disrupt the w
ork flow

, and 31 possibly m
akes

recom
m

endatiiiiis of how
 personnel or other resources ;.an he reallocated to

help m
ake up for the noted discrepancies

... this report also can he filed w
ith

each unit's S
e, ye of W

ork, or it can be filed separately in a cum
m

ulative
report file.

A
nd T

hen
...

T
he entire process is repeated periodically or as often as needed, for in

ntreal tim
es the m

onitoring schedule can be m
oved up to daily, w

eekly, or
hi-m

onthly w
ithout disrupting t he m

onitoring v !o
A

 M
aster S

erape of W
iirk T

im
e Line can be rk O

rally posted to inform
 all

staff m
em

bers of project progress
.

.
the. tend: to keep individual units from

losing sight of w
here they fit

in to the overall effort. A
lso, it

is alw
ays

possible to revise the project S
cope of W

ork and the M
aster S

cope of W
ork

T
im

e Line in keeping w
ith changes that m

av occur, for if one unit falls

behind it w
ill possibly effect som

e or all of the other units unless corrective
action is or can be taken.

T
here are a variety of w

ays the m
onitoring data can be used. F

irst, the
P

roject D
irector w

ill be inform
ed about overall or individual unit w

ork flow
:

second, the P
roject D

irector can reallocate personnel and other resources to
adjust w

ork flow
; third, the U

nit H
eads can be kept inform

ed of how
 they are

progressing relative to the overall effect by having the up-to-date M
aster

S
cope of W

ork T
im

e Line posted centrally, or they m
ay m

onthly receive a
copy of the report that the M

onitor gives to the P
roject D

irector; fourth, t he
longitudinal data can be a source for reporting S

cope of W
ork changes to

funding sources such as the federal governm
ent com

e quarterly report or
refunding proposal tim

e; and fifth, the data provides a historical process
record should the effort be transported to be replicated by staff at another
site.

A
 Philosophical PS

It
is im

portant that the m
onitoring process be open and non-threatening to

staff m
em

bers: thus, the style of adm
inistration of the P

roject D
irector is

critical. T
he data should not be used as a basis for personnel assessm

ent, for
that w

ould severely lim
it staff w

illingness to report delays
. ..

for the purpose
of the feedback system

 is to give online process data to correct process
discrepancies quickly so that com

petent people can do a good job bet ter. T
he

purpose of the process evaluation feedback system
 is riot to prove, but to

irnprove.

31



roz Sample Formats For the Project Monitoring System

1. Sample 6oal, Objective, and Scope of Work

GOAL 1: To develop an evaluation training package for new Project
Directors.

OBJECTIVE I: To conduct an initial field test of the prototype train-
ing package.

SCOPE O WORK

Activities

1. Identify 5 experienced Project Directors

2. Identify 5 new Project Directors

3. Telephone the 10 Project Directors
& 2 above) to get their cooperation

4. Develop field test directions letter and
reproduce 15 sets of materials

5. Mail materials to the 10 Project Directors

.4,1;. Make follow-up telephone calls to 10
Project Directors

7. Analyze field test returns

8. Rewrite training materials package

9. Conduct second field test if necessary,

10. (Etc, for other activities)

11. (Etc. for other activities)

Start Complete

1.1-74 1-5-74

1-1-74 1.5-74

1 8,71 1-9-71

1-8.74 1-10-74

1-11-74 1.11-74

1-19-74 1-19-74

1-23.74 1.27-7,1

1.30-74 2.28-74

3-1-74 4-21-74

1.10-74 6.30-71

2.15-74 9.15-74



2.
Sam

ple M
aster Scope of W

ork T
im

e L
ine

M
A

ST
E

R
 SC

O
PE

 O
F W

O
R

K
 T

IM
E

 L
IN

E
1974

G
oal 1, O

bjective 1
1

JA
N

.
2

FE
B

.
3

M
A

R
.

4
A

PR
IL

5
M

A
Y

6
JU

N
E

7
JU

L
Y

8
A

U
G

.
9

SE
PT

.
10

O
C

T
.

11
N

O
V

.
12

D
E

C
.

12345678

r

9

!

1011

I
I

33



ro) 3. Sample Scope of Work Monitoring Form
ga.

Goal 1
Objective 1

1

2

3

4;

5

6

7

8

9

10

11

SCOPE OF WORK MONITORING FORM: January 1, 1974December 31, 1974
Monitoring Date

ON TIME IF "NO" REASONS FOR CHANGE

Beginning Completion New Dates (Use Back of Page if Needed)
Yes No Beginning Completion



4. Sample

Goal 1
Objective I

filled in Scope of Work Monitoring Form for the month of February, 1974

SCOPE OF WORK MONITORING FORM: January 1, 1974 December 31,1974
Monitoring Date

ON TIME IF -NO" REASONS FOR CHANGE

Beginning Completion New Dates
Use Back of Page if Needed

Yes No Beginninj Completion

V

/ to/1

17 01

/1

AtIL"C) Cr'
A..V le64...,Allah( frpti-,44. )

ciA041 ev-i-G, tLe-- /Mae&

.4-4-p (Ce



5.
Sam

ple filled in M
aster Scope of W

ork T
im

e L
ine for the m

onth of February, 1974

M
A

ST
E

R
 SC

O
PE

 O
F W

O
R

K
 T

IM
E

 L
IN

E
1974

G
oal 1, O

bjective 1
JA

N
.

FE
B

.
2

3
M

A
R

.
4

A
PR

IL
5

M
A

Y
6

JU
N

E
7

JU
L

Y
8

A
U

G
,

9 1
SE

PT
.

.

101
O

C
T

.
I1 N

O
V

111
12

N
%

.
1 D

E
C

.

1
1/1

1.5

2
11

1.5

3
18

1 9

4
12-110

5
1,11.1 11

6
119.119

7
1 23..129

8
1.30-

2.28
,

9
3

1
4,31

10
1

10

11
15

8..15
.

36



Form
s and G

uides N
ow

 in U
se

at L
ibrary Schools

and T
raining Institutes



CASE WESTERN RESERVE UNIVERSITY

School of Library Science

Field Work Evaluation

Student Date

Agency

Supervisor

Please describe the strengths of the student and the areas where improvement is needed with regard to:

Competence in performing responsibilities assigned

Relatic nships with staff and with users of the service

Dependability, responsibility, reliability



Urban Services Program

School of Library Science

Case Western Reserve University

Field Work Guidelines

I . The main purposes of the student's field experience are to enable him to observe and learn:
the general as well as the unique characteristics of this community;
the information and service sources and needs of this community, including the library;
the way in which a special project based on the student's knowledge of 11 and III can enhance both library and
agency effectiveness

Community profile
A. We hope the student will have an opportunity to:

I. review existing community studies
2. study census and other demographic data
3. identify agencies and services
-1. become acquainted with schools
5. learn other sources of contact and information

B. "'hat community planning/problem-solving groups and/or problematic social situation can the student staff,
co-staff or or observe on a regular basis?

C. Can there be other learning opportunities for the student such as orientation, staff meetings, contact with
other community welfare agencies or groups, contacts with individuals, contact with other institutional groups
or representatives, study or research projects?

III. Role and Performance as a student
A. Ability to look at one's own performance objectively
B. Reference to professional reading and class discussion
C. Promptness and other indications of self-discipline
D. Careful preparation of roles for discussion and review

IV. Professional potential
A. Interest in and empathy with individuals
B. Understanding and support of community goals
C. Imaginative grasp of opportunitiesand limitationsof professional role in community

NOTE:
A checklist based on the above guidelines will be prepared for use in evaluation of the field experience.



School of Library Science
CASE WESTERN RESERVE UNIVERSITY

Supplementary Field Work Guidelines Spring, 1973
From February through May, 1973, the Seminar in Modern Urban Library Service is devoted to the role of

librarian as educator. It deals with the planning, implementing, and evaluation of educational programs involving
children, young adults and adults. By "educational programs" we are speaking of a very broad range of
activities formal and informal which have an educative goal.

Since the seminar and the field work are intended to be complementary, it is hoped that students will have the
opportunity to expand their experience in educational activities. To the extent that it is possible for the particular
library or agency, the following experiences would be desirable:

1. Participating in planning meetings on the development of educational programs
a. with staff.
b. with community groups and/or potential program participants.

9. Observing a variety of educational program sessions.
3. Planning and implementing a program.
4. Evaluating a program and/or participating in evaluating meetings.



FLORIDA STATE UNIVERSITY
SCHOOL OF LIBRARY SCIENCE

Faculty Comments: This is actually a two way formcan be used, with
slight modification, by student intern as well as field supervisor. For this
program, interns also keep brief diaries of their work experience. This
decreases the possibility of overlooking problems/opportunities to be
discussed during on-site visits.

INTERNSHIP EVALUATION

Intern: COUNTY:
Last Name First Name

Directing Librarian:

Principal.

School Address:

PERSONAL AND PROFESSIONAL QUALITIES AFFECTING SUCCESS

Key to Evaluation: 1. Inadequate 2. Some success, but needs improvement 3. Average 4. Above average
5. Superior N.O. I Not observed)

Personal:

Adaptability
Appearance
Voice usage
English usage
Enthusiasm

_Initiative
Rapport
Attitude toward criticism
Sense of humor
Cultural resources
Poise, self-confidence

Professional:

__Technical knowledge
Knowledge of materials
Reading guidance
Supervision of assistants
Assistance of faculty
Instruction in library usage
Curriculum development
Overall school planning
Awareness of objectives of the

library in school
Ability to lead in library

improvement in school
Ability to interest pupils in

library materials and to
work with them

_Potential

1, Strengths of the intern

2. Criticisms, suggestions, recommendations

3. Strengths of program planned for intern

4. Criticisms, suggestions, recommendations
for the program.

Evaluator: Check one: Preliminary

Title: Final
Rev. July, 1972



r

i

I FLORIDA STATE UNIVERSITY
STUDENT INSTRUCTIONAL RATING SYSTEM FORM (REVISED)

(Adapted from Michigan State University SIRS Form)
Instructor Co,175t. Section Quarter F '14 Sp Su 19

Coie one

DIRECTIONS KIN
P 0, 1,, i.e., ,1,,!"; !or , , `' A it you Itrentraime with the outerre,it

Prease 'r"t ,t -, P f.AP (..fP(Pcl(Pt 1., A :1 won., O fee iieth the tuteitiert

The COWS. VOU re rating ro is on the r,.vorso side Ilt this form #-}1 N ynu neitherc pyres dsagree
tref_rt.%poosts horns A.; vvi.0 W,th .1 Soft lead pi'nc'h r spond D 1 you dnawe with the statement
to the items Gaines ,sinti the KEY prmteti on the nip! .t vau silently disagree with the statement

1 The instructor was enthusiastic when presenting course material

2 The instructor seemed to be interested in teaching

3 The instructor 's use of examples or personal txperiences helped to get points across in class

4 The instructor seemed to he concerned with whether the students learned the material

5 You were interested in learning the course material

6 You were generally attentive in class

I You felt this course challenged you intellectually
8 You have hecOme more competent in this area due to this course

9 The nStructor rificouraged students tOexpreSSOpinionS

1(1 The instructor appeared receptive to new ideas and other s viewpoints

11 The student had an opportunity to ask questions

12 The instructor generally stimulated claSs discussion

13 The instructor attempted to cover too much material

14 The instructor generally presented material too rapidly
The hOtnework ASsignmerts were Inc t 're cons.,nnnq relative to tht,nr conthhuton to vini,

15 linderStaalWq Of the r 0,,rse riaterr,e
16 You Generally found the coverage of the topics in the assigned readings too diffir:ult

17 The instructor appeared to relate the course concepts in a Systematic manner

18 The course was well organized
19 The course materials appeared to be presented in logical content units .

20. The direction of the course was adequately outlined

21 This Course made a significant contribution to your nye rail personal educational obiectives

n What rd.'r t'Phic.ir,,it !he ec,rurse rildteri,e c ov('red il i ii>i, fool f ,,, if tiiiiiiv ,o,ii nr, 3 '

ielt mot0 th,tr 90'n hi About 800-, ,( Libuot 77',- -1..100016W, ,e, ioci, than Air',

STUDENT BACKGROUND: select the most appropriate alternative

23 Was this course required in your degree program/

24 Are you a major in the area in WhiCh this course is being taught')

26 How many other courses have you hart m this department' la) none it)) 1-2 (CI 3-4 Id) 5-6 le) 7 or more

25 Was this course recommended to you by another student.'

27 What Is your overall GPA? (a) 2 2 or less (hi 2 3-2 5 (c) 2 6-2 9 (d) 3 0-3 3 ;e) 3 4-4 0

28 What grade a., you expect to receive in this course/
Items 1 through 15 below may be used to respond to items specified

OPTIONAL ITEMS: by the instructor 4 Do not overprint In this area
1

2

3

4

5

6
7

8

9

10

1 1

13

14

'5

1 IA A- At 0 SO

2 SA At 0 SO

3 SA A N 0 SO

4 SA A Al 0 SO

5 SA A N D 10
6 SA- A. 14 a. so:
7 SA A N l sa
8 SA. A-- N 0 SO

9 SA A IV -0 SO.

10 0- SO

11 SA A N- g SD

13

ATA a
.0-

10'
SD-

_14 sA A N o SD

15 sar. 4- 0 SO

16 SA A N a SO

17 SA- A. N 0 SO

18. SA le 19 M

19 sA A. -N.- 0:: 30;

20. 3* N 0 SO

.21 IA. A -14 a Sa
22 8- 0 0 5

23. Irss NG

25.

26

27 A.: .111 C- 0
28 A.- -11.-- O 19-

4
1 t S. 3 1

2 1 3 3 4.
3 1- .1- -V

4

5. -3 a. 4

6 . -I 3' 3:

7 S.. 3.: 3.

8 3:: .3: .31. 4:
9 3: 3. 4

10 1 , ; : 3 : : .3.- . 1 -

11 lc:: :3.: -3::

1? t 2. 9-

13 t 2 3 4

14 Z -2 3

15 r 7 3 4



D
0

N
0
T

SIRS FORM FREE RESPONSE SECTION

.....
"httl,t ,

A The !hi ntl liket! the most :tt t

R
B The thwq I 'tke.1 !he least

E

N

H

S

A
R

E

A

C " t' It! )t.-,



1. Were you given a definite job assignment?

2. Do you know what was expected of you
this week?

3. Were the assignments that you were given
meaningful to you?

4. Were your assignments professional?

5. Did the activities seem well planned?

6. Were the week's activities overly.
structured?

7. Was the area coordinator helpful?

8. Do you think that the area coordinator
was sensitive to your needs?

9. Were conferences held with the
coordinator?

10. Were other members of the staff helpful?

11. Were work conditions (facilities, etc.)
satisfactory?

12. Do you understand the goals of this
week's activities?

13. Do you think that these goals were
achieved?

14. Was the schedule satisfactory?

15. Do you recommend that the activities be
repeated for other interns?

16. Was the seminar meaningful?

17, Was the field trip meaningful?

18. Do you think that a concentrated period
in this particular subject area was necessary?

19. Are the goals of the concentrated progrsm
clear to you?

Feedback Sheet
Fisk University

Yes No Comments



INSTITUTE ON THE SELECTION, ORGANIZATION, AND
USE OF MATERIALS BY AND ABOUT THE NEGRO

Fisk University Library
June 15 July 24,1970

Assignments for Evaluation of the Institute

The twenty-five participants are asked to evaluate the full organization and
operation of the Institute on the Selection, Organization, and Use of
Materials By and About the Negro. The participants have been divided into
five groups consisting of five persons each. The chairman of each group
represents a library in which some of the major research resources on the
black man are found.

Each group will be responsible for evaluating the sessions for the weeks
indicated, for example, Group I w ill evaluate the sessions for the first week.
The chairman of each group will serve as recorder for the group. Written,
evaluative reports should be submitted to the Director of the Institute on the
Monday morning following the week of the group's evaluation. Group V will
be responsible for evaluating sessions of the last two weeks of the Institute.

The chairman of each group will serve as members of the final Evaluative
Committee for the entire institute. This committee should appoint its own
chairman. Suggestions, criticisms and comments given in the reports of the
five evaluation committees, including any remarks that the participants may
wish to add, should be considered. The report from this committee should be
given orally on the morning of the last day of the Institute, July 24, and
should be presented to the Director in written form.



C
O

U
R

SE
 E

V
A

L
U

A
T

IO
N

 IN
V

E
N

T
O

R
Y

U
niversity of Indiana

C
ourse

Instructor
D

ate:

P
lease be frank and objective in your responses. O

m
it irrelevant item

s. T
hank

you for your co-operation.

I.
S

tudent S
elf-E

valuation
1. T

he am
ount of w

ork I did for this course w
as

very great
1

2 3 4 5 quite sm
all

2. T
he quality of m

y w
ork for this course w

as
excellent

1
2 3 4

5 poor
3. lily contribution to the class as a w

hole w
as

excellent
1

2 3 4 5 poor
4.

I learned from
 this course

very m
uch 1

2 3 4 5 very little
5. T

he subject m
atter, m

ethods, or skills learned w
ill be

very useful 1
2 3 4 5 useless

III.
O

rganization of classroom
 proceedings

18. T
he instructor w

as
w

ell-prepared
alw

ays
1 2 3 4 5

19. T
he basic concepts w

ere clear and logically developed
alw

ays
1 2 3 4 5

20. T
he class w

as
too-teacher
dom

inated
1 2 3 4 5

21. T
he lectures w

ere

22. T
he lectures w

ere
stim

ulating

never

never
too student-
dom

inated

1
2 3 4 5 boring

3 4 5 w
asteful

3 4 5 never

3 4 5 never

3 4 5 too slow
ly

3
4 5 too technical

6. bn the back of this sheet, w
rite your evaluation of your ow

n parti-
cipation and involvem

ent in the w
ork of this course.

II.
Instructor
7. 'the instructor's know

ledge of the subject w
as

IV
.

excellent
1

2 3 4
5

poor
8. T

he instructor expressed his ideas clearly
alw

ays
1

2 3
4

5
never

9. H
e avoided confusing or useless jargon

alw
ays

1
2 3 4

5
never

10. H
i, speaking ability (enunciation, volum

e, etc.) w
as

excellent
1

2 3 4
5

poor
11. H

is treatm
ent of students w

ascourteous
1

2 3 4
5

discourteous
12. T

he instructor w
as

over confident 1
2 3 4

5
too unsure

13. H
e w

as aw
are of students' needs and difficulties

alw
ays

1
2 3 4

5
never

14. H
e w

as able to alleviate students' difficulties
alw

ays
1

2 3
4

5
never

15. H
e encouraged students to w

ork independently
alw

ays
1

2 3 4
5

never
V

.

16. III
reaction to differences of opinion w

as
encouragem

ent 1
2

3 4
5

intolerance
17. O

n the back of this sheet. indicate your opinions about the
instructor of the course.

46

inform
ative

1 2
23. T

he discussions w
ere a w

aste of tim
e

alw
ays

1 2
24. T

he
com

m
ittee; lab w

ork
w

as a w
aste of tim

e
alw

ays
1 2

25. T
he instructor covered the m

aterial
too

quickly
1 2

26. H
is coverage of m

aterial w
as

too superficial
1 2

27. T
he class w

as m
ost interesting at the

beginning
1 2 3 4 5 end

R
equirem

ents
28.

T
he text, w

ith respect to course objectives, w
as

relevant
1 2 3 4 5 irrelevant

29.
T

he text w
as

too difficult
1

2 3 4 5 too elem
entary

30.
R

eference m
aterials w

ere useful
alw

ays
1 2 3 4 5 never

31.
T

he text w
as

up-to-date
1

2 3 4 5 outdated
32.

T
he assignm

ents w
ere clearalw

ays
1

2 3 4. 5 never
33.

T
he num

ber of assignm
ents w

as
too great

1
2 3 4

34.
T

he
assignm

ents w
ere

too difficult
1

2 3 4
35.

T
he assignm

ents w
ere necessary (not busyw

ork)
alw

ays
1

2 3 4

5 too sm
all

5 too sim
ple

5 never

E
valuation

36.
T

here w
as sufficient tim

e for preparation for exam
sipapers

alw
ays

1
2 3 4

5 never
37.

T
he criteria for grading w

ere clear in advance
alw

ays
1

2 3 4
5 never



continuation of C
ourse E

valuation Inventory Form

38.
T

he concepts em
phasized on exam

s/papers w
ere relevant

alw
ays

1
2 3 4 5 never

39.
T

he num
ber of exam

s/papers w
as

too great
1

2 3 4 5 too sm
all

40.
T

he exam
s/papers w

ere
too long

1
2 3 4 5 too short

41.
T

he exam
s/papers w

ere
too difficult

1
2 3 4 5 too sim

ple
42.

T
he instructor graded fairlyalw

ays
1 2 3 4 5 never

43.
T

he instructor returned papers prom
ptly

alw
ays

1 2 3 4 5 never

V
I.

C
ontent

44.
T

he subject m
atter w

as intellectually stim
ulating

alw
ays

1
2 3 4 5 never

45.
T

he subject m
atter w

as
up-to-date

1
2 3 4 5 outdated

46.
T

he course should be given to students w
ho are

m
ore advancedl 2 3 4 5 less advanced

47.
C

onsidering the credit-hours, the w
ork required should be.

m
ore

1 2 3 4 5 less
48.

T
his course should be

required
1

2 3 4 5 dropped
49.

I w
ould like to take another course in this subject area

definitely
1

2 3 4 5 definitely not
50.

Please w
rite specific suggestions for im

proving the course, student
participation and involvem

ent, or instructor on this sheet.

47



INDIANA UNIVERSITY
Student Evaluation of Instruction
I. KV AIA'ATION OF INSTRUCTION

Department
Course Number
Date

Please earefulk aluate the effectiveness of the teacher of this course. Place an "x." in ONE of the blanks under each
of the major categories. (Comments may be extended to the other side of the sheet.

KNOWLEDGE OF SUBJECT MAVIER Commcni
Exceedingly. well informed
:1 deg ninety- informed
Not %Nell informed

----------- Very poorly informed

:ATTITUDE. TOWARD SUBJECT Comment
Enthusiastic, enjoys teaching subject
Rather interested
Only routine interest displayed
rninterested

ABILITY TO EXPLAIN Continent
Explanations clear and to the point
Explanations usually adequate
Explanations often inadequate
Explannations absent or totally inadequate

SPEAKING ABILITY Comment
Voice and demeanor excellent
Adequate, or average,
Poor speaking distracting
Poor speaking a serious handicap

ATTITUDE TOWARD STUDENTS Comment
Sympathetic. helpful. concerned
Usually helpful and sympathetic
Avoids individual contact, routine attitude
Distant, cold, aloof

PERSONALITY Comment
Attractive personality; I would like to know him better
Satisfactory personality
Not an outgoing personality
Personality conflict

TOLERANCE TO DISAGREEMENT comment
Encourages and values reasonable disagreement
Accepts disagreement fairly well
Discourages disagreement
Dogmatic, intolerant of disagreement

COMPARED TO Ad: COLLEGE INSTRUCTORS YOU HAVE HAD, HOW WOULD YOU RATE THIS
INSTRUCTOR AS A TEACHER?

Outstanding
Better than average
Average
Below Average
Poor

IF YOU COULD CHOOSE BETWEEN THIS INSTRUCTOR AND OTHERS IN A FURTHER COURSE, HOW WOULD

YOU RATE YOUR PRESENT INSTRUCTOR?
Would prefer him/her to most teachers I have had at I.U.
Would be very pleased to have him/her again.
Would be satisfied to have him/her again.
Would rather not have him/her again.
Woulki not have him/her again under any circumstances.

THE REVERSE SIDE OF THIS SHEET MAY BE USED FOR FURTHER GENERAL COMMENTS

Do not sign name. Please indicate class standing

Major subject Approximate accumulative average



UNIVERSITY OF INDIANA

Please evaluate this particular section of this course.

ORGANIZATION OF THE COURSE
Well organized
Adequate, but could better
Inadequate organization detracts
Confused and unsystematic

Offnment

ORGANIZATION OF DAILY LECTURES (OR CLASS WORK) Commont
Well organized in meaningful sequence
Usually organized
Organization not too apparent
Little or no organization

FREQUENCY OF TESTS
Right number, well timed
Too infrequent
Too frequent
Timing should be improved

CONTENT OF TESTS
Satisfactory
Too detailed
Not comprehensive enough
Wrong type of test for this course

OPPORTUSIITY FOR QUESTION AND DISCUSSION
Ample opportunity
Occasional opportui
Rare opportunity
Never

ASSIGNMENTS -
Assignments clear and reasonable
Clear but too long
Unclear
Always unclear and unreasonable

TEXTBOOKS
Textbooks good
Textbooks satisfactory
Use of text should be modified
Urge a different text altogether

WORK RELATED TO CLASS LEVEL
Work suited to class level
Attempt made to suit class level
Work completely above class level
Work completely below class level

Comment

Comment

Comment

Comment

Comment

Comment

ON THE REVERSE SIDE OF THIS SHEET PLEASE MAKE SUGGESTIONS FOR IMPROVING THIS COURSE.

Do not sign name. Please indicate class standing
Major subject
Approximate accumulative average



University of New Hampshire
Merrimack Valley Branch

STUDENT EVALUATION FORM 101A

(To be filled out by supervising librarian at end of first 15 week work period)

NAME OF LIBRARY

NAME OF SUPERVISING LIBRARIAN (S)

NAME OF STUDENT

Would you kindly comment on the following areas of student performance as a trainee from the Library
Institute during his work period at your library?)
Please use additional paper as needed.

1. Suitability for library work: (temperament, attitude, interest etc.)

2. Readiness to learn, adjustment to work environment, eagerness to try, etc.

3. Ability to learn: are there tasks for which the student seems more fitted than others? i.e. direct
service to public, typing, cataloging support, book processing etc.

4. Your comments concerning student:
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ften late
U
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A
N
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E
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R
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E

 Initiative
E
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M

ost of the T
im

e
G
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Frequently A
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N
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PU
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R
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Arizona State University

Name Semester

Year

LIBRARY TRAINING INSTITUTE
STUDENT PROJECT REPORT

Describe briefly the nature of the project you will be working on this semester.

14/Perc will you be doing your project work?

Approximately how much time will you devote your project?
(Hours/week; hours/semester; days/semester)

Please give the name, title, and address of the person who will supervise your project work.

Director's Comments: We allow our participants a great deal of latitude in defining a volunteer project for the semester.
The attached form assures us that the student has identified a suitable project. At the conclusion of the semester we
request the supervisor of the project to evaluate the participant's performance on the job. This information is in many
respects a more valid assessment of a participant's potential than his academic course evaluation.



V

Arizona State University

INDIAN INSTITUTE LIBRARY MEDIA TRAINING

EVALUATION QUESTIONNAIRE MAY 1972

Participant:

Interviewer:

I. Academic Plans

1. Do you want to come back to school next year?

2. Do you think you will have a 2.0 grade point average at the end of this semester?

3. If you don't have a 2.0 CPA, what might you do differently next year to remove deficiencies and get your average
up?

IL Evaluation of 1971.1972 Institute

1. What has the Institute done this year that has been enjoyable or helpful to you?

2. How should we change the Institute next year to make it more enjoyable or more helpful to you or others?

3. What additional activities would you like to see next year:

(a) in the regularly scheduled meetings?

(h) in internship experiences?

(c) other kinds of activities?

Director's Comments:

At the end of the year we conduct a debriefing interview with each participant. The participants' suggestions during this
evaluation have been particularly rich in ideas for improving the quality of our program.



Indian Library Media Institute

Progress Report:

Arizona State University

Name Date

1. Have you missed any classes since our last meeting?
How many?
Reason for absence?

2. Do you have any specific problems with any of your courses?
Describe the problem:

3. Have you had any tests or written assignments in your courses during the last two weeks?
Did you have difficulties on tests or in completing your written assignments?

4. Are you registered with E.O.P.?
How many times have you sought E.O.P. tutoring since our last meeting?

5. Have you received any grades or test results since our last meeting?

Subjects: Grades:

6. Have you worked on an internship project since our last meeting?
Describe your activity?

7. Do you have any other problems that should be called to the attention of the staff?



I,.

s

ARIZONA STATE
UNIVERSITY

EDUCATIONAL TECHNOLOGY
PAYNE IIALL 13-I4t;

MEMORANDUM

COPY

TEMPE:, A KU/0NA SiDil

TO: Dr. Sullivan, Mr. Crawford, Dr. Gerlach, Mr. St. Germaine,
Ms. Burger

FROM: Norman Higgins

SUBJECT: Summary of Participants' Meeting, September 14, 1972

DATE: September 15. 1972

Staff attending: Norman Higgins, Carole Burger, Ellen Martin.

Indian Advisory ''oard attending: Bill DeHaas

Participants ;
Little, Stu

Irma Barehand, Nellie Buffalomeat, Rita Ann DeHaas, Delpha Delaware, Debbie Drye, Helene
kr,, Frances Maki!, Verna Masayesva, Theresa Savale, Lydia Whitey, James Winship, Joycelyn Smith.

The agenda for the meeting was outlined by Dr. Higgins. Suggestions for additions to the agenda were made by
participants.

Stipends. Dr. Higgins reviewed participant standing for dependent stipends. There was a general discussion concerning
pay periods. Debbie Drye expressed concern for the January pay period and it was explained that the total stipend
amount is set, but that participants could Meet a different time/amount pay period. There was a general discussion. The
participants voted to continue with the same pay schedule.

Lydia Whitey suggested that the BIA might be able to hire a few participants during semester break. Mr. Cleo Crawford
will be asked to explore this possibility and report to the group as soon as possible.

Summer was discussed. Dr. Higgins outlined a proposed project for paid internships during summer.

Tutoring. Bill DeHaas stated that a delay in a computer print-out listing students enrolled at ASU has delayed the start
of the Indian Tutorial Program. Bill announced that students in Secondary Education, SS310, will work as tutors as
part of their course requirements. The English Department will also provide tutoring service. Ms. Burger is working
through the Dean's office to obtain a room for tutoring activities.

Internships: Projects for internships were discussed. Dr. Higgins stressed that student interest, and projects of an
educational nature, are the primary considerations in selecting an internship experience.

Ellen Martin described the Material Evaluations project. The main objective is to see that materials used in schools
accurately depicts Indians and their way of life.

Mary Ausman, director of the Instructional Resources Laboratory in Payne, was introduced by Dr. Higgins. The
development of a picture file to be used by the IRL was suggested as a project. Mary announced that the IRL is open
from 8:00 a.m. to 7:30 p.m. on Monday and Tuesday, and is open from 8:00 a.m. to 5:00 p.m. on Wednesday,
Thursday, and Friday.



Bill De Haas discussed the Indian Student Affairs work-study and counseling project.

Invited Guests: Dr. Higgins announced that travel pay and honorarium funds to $500.00 are available for guest
speakers. Dr. Higgins emphasized the following order of priority for inviting speakers:

1) a library-media person
2) an educator
3) an Indian speaker

Nellie Buffalomeat suggested Vine De Loris, writer, as one possible speaker.

Future Meetings: Dr. Higgins Aed for any suggestions for meeting activities. An interest in learning to operate AV
equipment was expressed. It was suggested that photo-copying might be demonstrated. Another activity suggestion was
that of visiting Hayden Library and seeing the Curtis Collection. It was also suggested that general photographic skills
be taught.

The next meeting of the staff rind participants is scheduled for 4:00 p.m. Thursday, September, 28, 1972.

Director's Comments:
We hold participants' meetings every two weeks. Each meeting is documented with the attached report.
These reports are distributed to: (a) participants who are unable to attend our meetings; (b) Co-director of the

project; (c) local BIA area officer; (d) Chairman of University Indian Advisory Board; (e) Graduate assistant assigned to
advise and counsel students.

These reports document the developments and changes in our institute.
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G
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A
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C
O

U
N
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A

B
IL

IT
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T
he process of explaining the utilization of resources

in term
s of their contribution to the attainm

ent of desired results
(objectives).
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E

H
A

V
IO

R
A

L
 O

B
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C
T

IV
E

Statem
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hich describes precisely w
hat a

student w
ill have learned or be able to do after com

pleting a unit of
instruction.

C
IPP--(C

ontext. Input, Prcicess, Product) A
n educational evaluation m

odel
developed by Stufflebeam

 structured to em
phasize the provision of useful

inform
ation for judging decision alternatives.
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O

N
T

E
X

T
 E
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T

IO
N
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ation about needs, problem

s,
opportunities in order to identify objectives.
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 system
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the costs to be incurred. A
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perations R
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IT
E

R
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 and its objectives.
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D
E

L
PH
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 long range planning technique w

hich elicits and refines the
opinions of individuals as to the probability of future events. In library
planning D

elphi has been used to query a variety of publics w
ith respect to
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S R

E
SE

A
R

C
H

A
 system

using various m
athem

atical
techniques to provide m

anagem
ent w

ith logical data for decision m
aking.

PE
R

T
(PR

O
G

R
A

M
 E

V
A

L
U

A
T

IO
N

 A
N

D
 R

E
V

IE
W

 T
E

C
H

N
IQ

U
E

)A
system

 w
hich seeks to reach objectives in the shortest possible tim

e
through utilization of a .chart or graphic representation of the tasks or
events to be com

pleted. U
sually show

ing three tim
e estim

ates for each
task: O

ptim
istic (if all goes sm

oothly), Pessim
istic (longest tim

e, w
hen

m
ajor setbacks occur), and probable tim

e. T
he PE

R
T

 C
hart is used to

m
onitor and evaluate project status.

PPB
S(PL

A
N

N
IN

G
, PR

O
G

R
A

M
M

IN
G

, B
U

D
G

E
T

IN
G

 SY
ST

E
M

)A
 decision

system
 for allocating resources for the accom

plishm
ent of high priority

objectives rather than on a line item
 basis.

PR
O

C
E

SS E
V

A
L

U
A

T
IO

N
Provides inform

ation about the strength and
w

eaknesses of a strategy during im
plem

entation, so that either the strategy
or its im

plem
entation m

ight be strengthened.

PR
O

D
U

C
T

 E
V

A
L

U
A

T
IO

N
Provides inform

ation for determ
ining w

hether
objectives are being achieved, and w

hether the procedure em
ployed to

achieve them
 should be continued, m

odified or term
inated.
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